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The members of the G-6 are deeply indebted to the many people with whom
they met and who assisted them in meeting out their terms of reference.
Among them are several Ministers of Agriculture, Deputy Ministers and
Permanent Secretaries who have provided the group with valuable
information on the major issues facing Latin American and Caribbean
agriculture and the role of IICA in finding solutions. Over fifty other
high-ranking officials of the member countries visited were also
interviewed. As a general rule, they were directors of divisions of
national and sectoral planning, agricultural and 1livestock research,
education, production, extension, marketing, agrarian reform, rural
development and credit institutions.

The G-6 also wishes to express its deep appreciation tos a) the area and
national directors and all their staff for making extremely good
arrangements, providing background material on IICA's activities and
achievements in the various countries and sharing their thoughts on
present and future IICA orientation; b) directors and staff of otler
international and regional institutions with which IICA cooperates or is
in regular contact.

Above all, the group wishes to express its deepest appreciation to the
IICA Director General and headquarters pi1ofessional and support staff who
magnanimously gave of their time to brief the group on the Institute's
policies, programs and organization, and to organize the logistics
related to the efficient conduct of the group's activities. Sincere
thanks are also expressed to the director and staff of CATIE where the
group had a very useful visit.

Finally, the group wishes to recognize the monumental contribution of the
IICA support group which was composed of Eduardo Trigo, Alfredo Alonso,
George Buckmire, Fernando del Risco and Diego londofio, as well as the
translation and secretarial staff. We have listed the names of persons
interviewed in Appendix 1, and if there are any omissions we apologize
for the oversight.






EXECUTIVE SUMMARY

Backggund

The Third Regular Meeting of the Inter-American Board of Agriculture
authorized the Director General to contract an external group of six
experts (G-6) from outside IICA to evaluate the 1983-87 Medium Term Plan

its programs and projects.

The G-6 team met in San Jose, Costa Rica from February 10th to 15th and
held several working sessions with the Director General, the Deputy
Director General, program and operations directors and the leaders of the
specialized centers and support offices. A large number of documents
made available by the different offices was reviewed.

From February 16th to 28th, the G-6, accompanied by three IICA officers,
formed three subgroups and travelled to thirteen selected countries. 1In
those countries the G-6 interviewed senior government officials, IICA
personnel, project beneficiaries and cooperation agencies. Field visits
to some projects were also made.

The G-6 met again in San Jose for two weeks to review additional
documents and prepare the final report.

Report Content

Chapters I and 1II are mainly descriptive. The first provides background
material on the review of the Medium-Term Plan and its progress. The
second chapter presents the present organization, its nature and
operations and includes the group's comments in this regard. Chapter III
discusses the group's observations on the impact of IICA's programs in
member countries. Chapter IV focuses on the important changes in the
region that affect IICA's policies and programs. Chapter V is an
important chapter describing the new program elements recommended by the
group. Chapter VI deals with a number of issues which did not logically
fit into any of the previous chapters but which the group felt were
important. Finally, Chapter VII contains a summary of the group's
recommendations.

IICA operates in twenty-seven countries (excluding the US and Canada)
which vary considerably in cultural and economic aspects and in natural
endowments. It is a complex region of over 400,000,000 people, with four
modern and many indigenous languages spoken. It is a region which, in
the past decade, has undergone dramatic changes, characterized by rapid
urbanization and economic disruptions, partly the result of the general
world economic recession and the internationalization of agricultural and
industrial markets.

The emphasis on export commodities in the agricultural sector has created
a need for substantial imports to meet the food needs of urban
populations. Today, faced with large external debts and limited access
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to foreign exchange, countries are revising their strategies for meeting
domestic food requirements and for increasing foreign exchange earnings.
Food production must not be simply increased, but increased efficiently.
This will require more effective use of existing agricultural land, as
well as continued expansion into new areas, where ecological conditions
are often quite fragile. Both kinds of areas will need the application
of improved technology. In addition to production considerations,
countries will need to give attention to food and agricultural policies,
marketing, storage and transportation, distribution and trade.

It is the qroup's feeling that IICA is uniquely situated to provide the
leadership and assistance that countries need to help develop plans and
strategies, build their institutional capacity and implement action
programs which will address these problems. The droup feels that the
primary goal for IICA should be to focus: its own program activities on a
few critical areas and to develop the necessary human resources required
to give leadership in those areas.

Major Findings of the Group

During its visits to the countries, the group was able to gather a wide
range of impressions relative to the nature and operations of IICA. We
have commented at length about these in Chapter II. Our findings suggest
that the Medium-Term Plan document is generally adequate in definiag
program strategy; however, it is not widely known or consulted by project
staff. Although IICA is supposed to have a strategy of concentration,
project activities are so diffuse as to make a major impact difficult, if
not impossible. In addition to proposing a reduction in the number of
project areas, the group has suggested some changes in administrative und
program operations which should lead to a more narrow focus on high
priority activities.

In general we feel that the IICA staff is made up of dedicated
professionalsy but their effectiveness could be enhanced through
improvements in communication between the national project leaders and
program directors, greater participation of program and national
directors in the selection of staff, and improved recruitment
procedures. The group has suggested that IICA seek to reduce the median
age of its staff, increase the flexibility of staff and invigorate its
technical capacity by reducing the number of permanent staff while
increasing the number of young temporary people, particularly at the
national level. We also encourage the recruitment of larger numbers of
qualified women.

We have called attention to the need to introduce some reforms in the
budget management process to give national directors greater flexibility
in the use of budgeted funds. Program and field directors should be
encouraged to mobilize special funds for the support of country
projects. At the national, regional and international levels IICA should
strengthen its linkages with other agencies.







IICA is perceived by the member countries as an institution that is
flexible and responsive, with an experienced professional staff. In some
areas of activity, IICA has had a positive impact, while it is more
difficult to measure its impact in others. We strongly believe that this
situation can. be improved by utilizing IICA's institutional advantages
more effectively in providing analytical assessment of developmental
problems. IICA can use its role to assemble other entities and offer
leadership in examining coritical issues, and to promote greater
articulation between the public and private sectors. The group has.
identified some additional ways to increase IICA's impact, but in this
respect member countries must assume the responsibility; IICA should not
be a substitute for providing staff, executing projects and supporting
national programs with funds when these functions are within the
countries' capacity.

Projects must be selected very carefully, with the assurance of a high
level of interest and support by national authorities.

The group has called attention in Chapter IV to a situation well known to
everyones the region is undergoing rapid and dramatic changes in, almost
every area. These changes are of concern to an organization such as IICA
which requires corresponding changes in programs, staffing patterns and
80 ony at the same time the changes are a stimulating challenge to a
professional organization such as IICA. Working in this environment of
change is not new for IICA., Our predecessor group, the G-5, took note of
the changing conditions that affect IICA's programs. We have called
attention to the followings the economic and monetary crisisy changes in
domestic and internal marketsy demographic changesy social changes)
technological changes. Each of these has implications for IICA's
programs, described in Chapter IV. We make the observation that in view
of the rapid pace and profound nature of the changes taking place, IICA
must strengthen its capacity to analyze, interpret and disseminate
findings to national planners and policy makers. In this sense, it is
important that trend analysis and projections be developed to assist
countries in guiding their future development.

At the heart of the group's recommendations are the program proposals
including content, structure and execution. We have tried to distinguish
among programs, program instruments and functional program activities.
We have identified the following five priority areas for programss 1)
Agricultural Policy Analysis and Planning; 2) Technology Generation and
Transfer, 3) Agricultural Marketing and Agroindustry; 4) Rural
Developmenty and 5) Animal Health and Plant Protection.

The functional activities that cut across program areas form a matrix in
which it is possible to encompass the primary focus of each program area,
including most projects in which IICA's program staff will play a key
role. This matrix also allows national directors the latitude needed to
respond to urgent and important country requests for assistance. IICA
will employ a range of instruments to carry out program activities, such
as training, research, consultation, meetings and seminars.
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IICA also has a number of services and centers which perform specialized
functions. The group has made recommendations regarding each of these.
The group was gratified to learn of the discussions between IICA and
CATIE which we are confident will improve their interaction
immeasurably. - Our group can only reiterate the recommendations made by
the G-5 and urge that they now be implemented.

During our visits to the countries, we heard frequents requests by
officials interviewed for IICA to lend its services in the preparation of
projects. While we recommend that this service be strengthened, we also
feel that CEPI should be more fully integrated with program activities. .

While our analysis of CIDIA activities was limited, it is our view that
its functions, while already modified, should continue, particularly in
support of the analysis and planning functions of Program I. Similarly,
our group was not able to complete an in-depth examination of the
operations of CORECA. From the reports we consulted and in our
discussions with the relevent persons at IICA, we received the impression
that the first step in improving the functioning of CORECA is to define
its purposes and objectives. In addition, we have suggested changes in
the operations of the Executive Secretariat, which would strengthen its
relations with IICA. It is the group's judgement that CORECA is a useful
forum for the Ministers of Agriculture of the region and that in addition
to addressing issues concerning the region, CORECA is a useful source of
input for the IABA.

Because of the unique nature of the Caribbean Area, the group has
suggested that IICA follow a somewhat different strategy designed both to
address the regions problems and to facilitate Institute operations in
the Caribbean. In this sense, IICA's area office should be located near
the headquarters of other regional agencies.

Professional societies in Latin America and the Caribbean need
encouragement and support in order to provide opportunities for
scientists and technicians to interact with their professional peers. We
feel that IICA can play an important role in encouraging these

organizations.

Finally, the group has presented a series of recommendations which we
hope will prove helpful to IICA in developing its future programs. These
recommendations should not be taken 1in isolation, but should be
considered in the context of the relevant discussions appearing in the
text. We repeat these recommedations here in their entirety.

General

1. The recommendations of the G-5 should be reviewed, as many of these’
are still valid and have not been implemented.

2. IICA should develop improved capabilities to analyze global, regional
and national events and to interpret these in the context of
development imperatives.
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Medium-Term Plan

3.

4.

The Medium-Term Plan should retained its present format, but it
should include a clear statement on criteria for the selection of

programs.

Separate documents should be prepared on each program, as at present
with more detailed information for IICA's staff; these should
contains a) guidelines for the choice and development of projects
and b) clear statements on the areas of concentration of each

program.

Changes in IICA Structure

S.

6.

7.

9.

10.

11.

12.

The area director and national director should be separate positions.

The area director for the Caribbean should continue to be located in
the area. The area directors for the Central, Andean and Southern
Areas should be located at headquarters, but this latter decision
should be kept under review.

The national directors should be responsible to the Assistant Deputy
Director General for Operations in the Caribbean, but in the other
three cases they should be responsible to the area directors
relocated at headquarters, who could be designated directors of
operations for the Central, Andean and Southern Areas. :

In order to maintain a high 1level of excellence on IICi's

. professional staff, information on vacancies should be circulated to

reach the highest possible number of professionals, particularly in.
IICA member countries.

To address the problem of the high median age of IICA's professional
staff, well qualified younger professionals should be employed.

The younger professionals recruited should include a proper balance
of qualified women and an increased number of national
professionals, with appropiate mechanisms  to encourage the
development of such staff to become international professionals.
Staff members should be encouraged to have a working knowledge of at
least two of the four official languages.

The concept of "positions of trust®™ needs to be reviewedy in any
case such positions should not include national directors, being
reserved instead for area directors, program directors and the staff
of the central office of the General Directorate under the Director
General.

National directors should be consulted on the assignment of
technical staff to their respective offices, and officials of the
country should be advised of new appointments in order to ensure
that staff members are placed where they are needed and that their
qualifications are in 1line with the duties they are required to

‘perform.







Future Development of Programs

13.

14.

16.

17.

19.

20.

Mvisory committees of external specialists should be established to
advise the programs on policy formulation, strategy, project follow-up
and evaluation.

The Executive Committee should be sub-divided into two subcommittes of
its own members, one for programs and the other for policy,
administrative and financial matters, to ensure an in depth
consideration of programs.

The number of programs should be reduced to the followings

a) Agricultural policy, analysis and planning

b) Technology generation and transfer

c) Animal health and plant protection

d) Ruoral development

e) Agricultural marketing and agroindustry

Program directors should be located at headquarters, along with one or
two specialists in each program. )

The status of program directors, and their line/function relationst.ip
to the Director General, should be reviewed.

Program directors should be given the necessary authority and control
over financial resources to manage the programs. '

Programs should have field coordinators; as required in the different
areas, to assist the program directors in various matters such as
project formulation, follow-up and evaluation.

In the Caribbean Area (and possibly the Central Area), the field
coordinators might be placed in the area director's office.

Development and Execution of Projects

21.

22,

23

Multinational projects and networks should be encouraged as an
effective mechanism to maximize the use of resources and to facilitate
the dissemination of knowledge and experience. These and other
projects which are likely to attract international funding should be
given special emphasis.

Existing projects should undergo a complete review so that those of
low priority can be terminated and efforts can be concentrated on a
few projects of high potential impact.

A signed agreement should always exist between IICA and the
institutions being assisted, to facilitate follow-up and evaluation of

IICA's activities, which should be clearly defined in such agreements.






Interactions

IICA Centers and Units

CATIE

24. The discussions which are currently taking place between IICA and
CATIE should be pursued with vigor, and the recommendations of the G-5

should be reviewed with an eye to adoption.
CEPI

25. The activities of CEPI should be closely linked with the programs
through the Deputy Director General. Priority should be given to
projects which are more directly related to IICA's programs, aad
program staff should participate in the project preparation activities
of CEPI.

CIDIA

26. The role and responsibilities of CIDIA will have to be reviewed in

light of the reorganization of programs and the need for headquarters
to provide strong leadership in the development of new information and

communication systems.

External Organizations

27. IICA shovld intensify its interaction with international and regional
developme.t organizations, paying special attention to the funding
agencies.

Caribbean and Central Areas

28. The present funtions of CORECA should be redistributed. OORECA's
Secretariat should be involved mainly in organization and support for
policy analysis, and the formulation and (if needed) identification
and preparation of project profiles. Such activities as project
preparation, reciprocal technical cooperation, data management and
analysis should be done through the normal structure of IICA under the
guidance and coordination of the area director.

29. The group recommends that IICA develop a special strategy for the
Caribbean which would include the local presence of the area, director
to liaise with regional agencies, develop multinational projects,
bridge the gap that separates the CARICOM countries from Haiti and
Suriname, and provide information to the CARICOM Secretariat for
presentation to the Standing Committee of Ministers of Agriculture.

Professional Societies

30. IICA should maintain and expand its efforts to support professional
societies and to help link such societies in Latin America with those
of the Caribbean.
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Background and Origin of the Review

The Third Regular Meeting of the Inter-American Board of Agriculture,
held in Montevideo, Uruguay, from October 21 to 25, 1985, adopted
Resolution IICA/JIA/Res.72(II1I-0/85), which stated that the present
Medium-Term Plan had until that time constituted a valuable instrument
which served as a regulatory framework to orient IICA's actions.

The Board also emphasized its belief in the need to conduct an ongoing
process of revision, wupdating and continuing evaluation of the
Medium-Term Plan currently in force, in accordance with the changing
needs of the member countries, so that the results of such evaluations
would serve as a basis for the formulation of the new 1988-1992
Medium-Term Plan and of new strategies for the 1990's.

The Board also recognized that the analysis should pay special attention
tos 1) the interaction of the results of the application of the plan,
ii) technological, economic, social and political problems in the Member
Statesy and iii) acquired institutional experience. The Board stated
that it was in the interest of the Member States and of the General
Directorate of IICA to continually achieve ‘a higher level of professional
excellence in the Institute. It also encouraged the participation of the
Member States and of experts in order to enrich the process of analysis
and evaluation of the General Policies and the Medium-Term Plan currently
in force. Accordingly, the Board resolved to authorize the Director
General to allocate resources in the 1986-1987 budget for contracting, in
consultation with the Director General Elect, a group of external expa: ts
of recognized prestige, so that the Institute and the Member States co..ld
proceed jointly to analyze and evaluate the Medium-Term Plan, as well as
the programs and projects currently being 'carried out within this
framework. Finally, the Board decided to convene a special meeting in
1986, in Mexico, for the purposes of studying and approving the proposals
for a new Medium-Term Plan.

Terms of Reference for the Group of Experts

The terms of reference for the work of the experts, as detailed below,
were drafted by IICA on the basis of Resolution 72 of the Inter-American
Board of Agriculture.

1.2.1 Background, Purposes and Scope

The Fifth Regular Meeting of the Executive Committee held an
extensive discussion of technical evaluation of the Institute's
activities, in response to the Director General's proposal for a
1988-1992 Medium-Term Plan. Resolutions number 48 and 51
(Appendix IV, Res. 51) emerged from these discussions (Appendix
I1I, Verbatim Record).

The discussions by the Fifth Regular Meeting of the Executive
Committee reflect the interest of the member countries in the
Institute's activities. They also reveal two fundamental concerns
that underlay to the decision to move ahead with a review and
evaluation of the present Medium-Term Plan, even though it was not
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due to expire until 1978, and only sixty percent of the actions
were complete.

The first concern stems from a recognition of the important
changes that the countries have experienced in recent. years,
particularly economic changes which have affected agricultural
production and agricultural trade in the hemisphere. The second
concern is with the impact of Institute actions in the member
countries and the need for such actions to undergo technical
evaluation.

The members of the Executive Committee also articulated two
"action ideas™ related to these concerns. The first focuses .on
changes and events that have taken place in the countries, and
specifically refers to Institute policies. A Medium-Term Plan
must contain policies that respond to viewpoints present in the
countries today, as a result of observed changes in the
socioeconomic context. The second idea relects a concern about
the impact of and need for technical evaluation of the Institute's .
actions. The countries clearly stressed the idea of adopting
rational, specific action plans, containing programs which are
fewer in number and more effective than at present.

With this background, three general questions were put forth. The
assignment of the G-6 was to provide well founded replies to these
questions, to be used as basic input for the preparation of a new
Medium-Term Plan. The questions weres

a. What impact has the Institute had in the member countries to date,
with respect to the problem areas outlined in the 1983-1987
Medium-Term Plan? This is a general question that addresses the
evaluation of the outcome of the Medium-Term Plan.

b. What changes relevant to the Institute's actions have taken place
in the countries in recent years, that will require revision of
the Institute's policies? This is a general question about
guidelines for the future Medium-Term Plan.

c. What adjustments can be suggested for improving the Institute's
effectiveness, given the changes that have occurred and the
observed impact of IICA's actions in the countries?

1.2.2 Specific issues

Certain specific issues received particular attention in light of
Resolution 72 of the Third Regular Meeting of the Inter-American
Board of Agriculture and the background information and general
questions given above. In addition, the G-6 found it necessary to’
make its own recommendations. These issues took the form of
instructions for the groups

1.2.2.1 Consider the following questions with respect to the review of
the Medium-Term Plans
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a. What structure should be used for a document of this type to
provide a framework to guide the Institute's actions? Is the
format of the 1983-1987 Medium~Term Plan acceptable for this

purpose?

b. What should be the minimum content of each section of a Medium-
Term Plan? 1Is the content of the 1983-1987 Medium-Term Plan
sufficient?

1.2.2.2 Evaluate the following factors, in relation to IICA's programs
and taking into account the guidelines for Institute action:

a. The present breadth of coverage of the programs, vis a vis the
Institute's ability to respond to the problems and needs of on
agricultural development and rural well-being in the member
countries, and to carry out actions with a significant impact.

b. The present organization and operating strategy used by the
programs to guide their actions, and particularly, to allocate
and administer technical and financial resources and make use
of different types of action, depending on the problems to be
solved. Of special concern is the relationship between the
programs and the countries, and the mechanisms for coordinating

programs and projects.

¢. The framework given for each problem area (or program) as a’
resource for the joint identification of cooperation projects
and for orienting the implementation of pertinent actionms.

d. The achievements resulting from the actions of each program in
terms of: solving problems identified as centrally importaant
for the pertinent problem areaj acquiring an improved under-
standing of problems and possible solutions; developing
approaches, operating formats and tools for coordinating and
orienting project actions; making use of the results and ex-
periences of other, earlier effortsj) and introducing changes in

resource allocation, consistent with the program's strategy.
Analysis should also focus on the limitations encountered by

each program in achieving its objectives.
1l.2.2.3 For the projects, evaluates

a. The importance and projection of multinational projects as
tools for IICA's action.

b. For multinational and national projects, achievements made in
terms of: technical quality of results, how they respond to
the needs of the countries, how the results are presently being
used. Analysis should also cover the principal 1limitations
encountered during project implementation.

c. The role of the offices in procuring and later implementing
projects.
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1.2.2.4 As for the operating efficiency of programs and projects, it
will be necessary to evaluate how effectively these activities
have been implemented and whether they meet existing
institutional standards in this regard. :

1.3 Composition of the Group

The group of experts was made up of the following peoples

Emilio Madrid Cerda

Agronomist, Catholic University, Chile
Graduate Degree, Univ. Chile
Specialized courses, Univ. of Kansas,
u.s‘A.

Country of origins Chile
Domingo Marte

B.S. Physical Sciences and
Mathematics

Agronomist, Loyola Polytechnic
Institute, D. R.

B.S. Horticulture, Texas A&M
University

M.8. Agricultural Science,
University of Florida,

U.S.A.

Country of origins Dominican Republic
Gérard Ouellette

B.A. laval University, Canada

B.S. Agriculture, Laval University
Ph.D. Wisconsin, U.S.A.

Post-Doctoral studies, Rutgers
University.
Country of origin:s Canada.

John A. Pino

B.S. Rutgers University, U.S.A.
Ph.D. Zoology, Rutgers University
Country of origins

United States of America

John Arnott Spence

B.Sc. (Botany), Bristol University, U.K.
Ph.D. Bristol University

Diploma Agricultural Science,

Cambridge University, U.K.

Diploma Tropical Agriculture,

Imperial College of Tropical
Agriculture

Trinidad. .

Country of origin: Trinidad and Tobago

President, National Institute of
Agricultural Research (INIA)
Santiago, Chile

International Consultant, Former
Minister of Agriculture, Member of
the National Agricultural Council
and the Monetary Board,

Dominican Republic

Agricultural Consultant
Vice-president (International
Development) AGROVET INC.

Adviser, Agricultural Sciences
Agricultural Consultant, IDB
Washington, D.C.

Professor of Botany
University of the West Indies
(v.W.I.), St. Agustine, Trinidad

(Also a member of the earlier
G-5)






Juan José Salazar Cruz
Doctorate, Veterinary Medicine

19

Director of the Agricultural Fi-
nancial Fund, Bank of the Republic

M.S., Animal Science, North Carolina Bogota, Colombia.

State University

Ph.D., Animal Production, University

of Florida
Country of origins

1.4 Methodology

Colombia.

The working methodology adopted by the experts to compile information began
with a review of literature* from units in the central office, IICA offices

in the countries,

and program directors. This was followed by personal

interviews with staff members, and the final analysis was based on group
work by the members, who compared points of view and produced the final
report based on the terms of reference provided by IICA.

The group used the following plan of actions

February 9

February 10 - 14

Experts arrived in San Jose, Costa Rica

Work was organized and interviews held with
the Director General, Assistant Deputy
Director General for Operations, Dr. José
Alberto Torres (with participation by the
Director of .Follow-up and Supervision, Dr.
Luis Montoya, and the Director of CEPI, Dr.
Juan Antonio Aguirre), the Assistant Deputy
Director General for Program Development,
Dr. Jorge Soria, and the Acting Assistant
Deputy Director General for External
Affairs, Dr. Jorge Werthein. Interviews
were also held with Directors of Programs I,
III, V, IX and X**, staff members from the
multinational projects FORGE, PROPLAN,
CORECA and PROMECAFE, and members of the
IICA Office in Costa Rica.

* The Appendix contains a list of documents consulted by the experts.

** PROGRAMS
I Formal Agricultural Education, Director, Francisco Sylvester,
I1I Conservation and Management of Renewable Natural Resources,
Director a.i., Rufo Bazan,
v Plant Protection, Director, Federico Dao,
IX Planning and Management for Agricultural Development and Rural
Well-Being, Director, P. Lizardo de las Casas,
X Information for Agricultural Development and Rural Well-being,

Director, Mario Kaminsky.
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On February 14, the whole group also
interviewed the Minister and the Deputy
Minister of Agriculture of Costa Rica and
national executive officers responsible for
actions supported by IICA.

February 16 to Three working teams visited thirteen countries
March 1 selected from IICA's four areas.
JAMAICA, BARBADCS, GRENADA, SAINT LUCIA AND
GUYANA
John Spence

Gérard Ouellette
Supports George Buckmire

PERU, HONDURAS, GUATEMALA, PANAMA AND MEXICO
Domingo Marte

John Pino

Support:s Fernando Del Risco

ECUADOR, URUGUAY AND BRAZIL
Emilio Madrid

Juan José Salazar

Supports Diego Londofio

March 9 to 21 Work was continued in San Jose, Costa Rica to
compile, organize and analyze information and
to draft the report., A final review was made
of the report, and it was presented to the
Director General of IICA,

Interviews were held in the countries visited with senior national
executives from institutions with which IICA cooperates, and with

technical personnel responsible for actions supported by IICA. In some
countries, interviews were held with Ministers and Deputy Ministers of
Agriculture and with some farmers., IICA's office directors were
interviewed, along with Institute staff members responsible for technical
cooperation. b4 .

During their travels, members of the group also interviewed the Directors
of Program II (Support of National Institutions for the Generation and
Transfer of Agricultural Technology), Dr. Mariano Segura, who had traveled
to Ecuador, and Program VIII (Integrated Rural Development), Mr. Luis
Valdivieso, who had traveled to Barbados. The visit to Jamaica provided
an opportunity to interview the Director of Program VI (Stimulus for

Lists of interviews by each group and of preselected project®
Appendices 1 and 2 of this report.

are given in
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Agricultural and Forest Production), Dr. Jaime Izasa, while the visit to
Uruguay allowed for an interview with the Director of Program VII
(Agricultural Marketing and Agroindustry), Dr. Andrés Troncoso Vilas.
One member of the group met in Washingtor with Dr. H&ctor Campos LSpez,
Director of Program IV (Animal Health), and one or two other members also
met with the IICA national directors in the Dominican Republic, Trinidad
and Tobago and Suriname. °

Individual discussions were held with high level national authorities and
officials directly responsible for work supported by IICA, and working
meetings were held with members of international organizations engaged in
countries of Latin America and the Caribbean in agricultural development.

.

Structure of the Report

The G-6 report comprises an executive summary, seven chapters and
appendices.

Chapter I presents a brief account of the group's activities in carrying
out their terms of reference and lists recommendations of the G-5 repott
which are still outstanding.

Chapter II reviews IICA's organization, operational guidelines and
planning process. ’

Chapter III analyzes the impact of IICA's programs and the projects
carried out within the framework of the Medium-Term Plan in the Memter
countries.

Chapter IV describes the most important changes that have taken place in
the region, relevant to IICA's activities, and mentions pertinent changes
in policies and programs for the 1988-1992 Medium-Term Plan. :

Chapter V sets out the criteria, justification and definition of the
program areas recommended by the group for inclusion in the 1988-1992

Medium-Term Plan.

Chapter VI discusses miscellaneous critical - subjects related to the.
Medium-Term Plan, which were not discussed in previous chapters or which
need to be reinforced

Chapter VII lists the main recommendations of the group.

Several appendices contain various items of information which complement
or add to the report.

Review of the G-5 Report and its Effect on IICA Prograws

Although the terms of reference of the G-5 were broader that those of the
present G-6, nevertheless there are many areas in which the reports of
both groups overlap. Since the G-5 report was written only four years
ago it was considered useful to review major recommendations of the G-5
and to assess progress in the implementation of those recommendations.
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The first major recommendation of the G-5 was that IICA should
maintain an overview of economic and social changes in the
countries of Latin America and the Caribbean so that, working
together with the governments it could identify the central focus
for its programs. This overview should start at the country level
with studies or diagnoses and would then include regional and
hemispheric coverage.

This issue has been addressed by IICA at two levels. First each
national director gives an annual overview of the economic outlook
of individual countries. This overview is taken from publisled
documents, but the report is more of a technical than an econouic
analysis. Second, papers giving a hemispheric overview are
prepared at headquarters for Board Meetings.

Only recently, Program IX (Planning and Management for
Agricultural Development and Rural Well-Being) has undertaken
detailed country studies. However this program has to date been
concerned mainly with strengthening the national institutional
systems for planning and management and assisting with the study
of individual problems in the agricultural sector. The overall
asgsessment is that the economic diagnosis has not been carried out
extensively as recommended.

The C-5 placed emphasis on the leadership role of IICA and on
using this role to concentrate on a limited number of well defined
programs, rather than a very wida range of activities covered in
response to requests from individual governments. This has not
been done. Indeed two programs have been added to the list since
the G-5 report, now making a total of ten. Furthermore, the
activities in these ten programs are not concentrated, and so a
very wide range of activities is carried out, the programs being
used more for classification and budgetary balancing purposes than
for defining concentrated areas of activity. Only in the case of
Plant Protection and Animal Health, and to a lesser extent,
Planning and Management for Agricultural Development and Rural
Well-Being, have there been concentrated areas of action,
particularly on regional programs related to quarantine and
eradication in the case of the two former programs, and planning
in the case of the latter.

The area offices have been re-established in the regions in
accordance with the recommendations of the G-5. However, little
or no authority has been delegated to area directors in practice.
In addition the duties of area directors have been combined with
those of national director in the host countries. Thus the
functions of the area director have been, to a large extent, ill
defined and of little benefit to the operations of either the
programs or administrative supervision.

The G-5 made specific recommendations to increase participation of
member countries in the operations of IICA. These recommendations
suggested that the countries be encouraged to come together in

group to discuss IICA's programs.
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Although Ministers of Agriculture meet on a regular basis in both
Central Merica (Area I) and the Caribbean (Area II), there
appears to have been no in-depth discussion of IICA's programs at
these meetings. However, consultations at the national level seem
to have been carried out very effectively.

The G-5 also suggested that the Executive Committee prepare a list
of responsibilities for Board Members for consideration by the
Board. This has not been done.

With the exception of Animal Health and Plant Protection, there do
not seem to have been regular meetings of technical staff in

particular programs, either for program development or for program
review, as was suggested by the G-5,

The G-5 called attention to the large number and wide range of
agencies dealing with agriculture in Latin America and the
Caribbean with which IICA must relate. Some progress has been
made in developing these relationsy; however, there still appears
to be overlap and lack of consultation with some agencies and
unnecessary interagency rivalry.

The G-5 recommended that program directors be responsible for
preparing the Program Budget. The fact that this recommendation
was not carried out has seriouly weakened the program structure
and placed the office of operations in control of program
execution. In this circumstance technical supervision by program
directors has been weak.

The G-5 did not support the concept of "positions of trust” and ..

suggested that this be reviewed. However, the positions of trust
still exist, and in fact, there are now some fifty such positions.

The problem of:the age of IICA staff has worsened. Whereas in
1982, 41.8% of the regular international professionals were over
fifty years old, now 48.7% of the international professionals are
over fifty years of age. .

The G-5 made a number of recommendations for development of the
relationship between CATIE and IICA, but to date there has not
been much visible change in this relationship. However, CATIE has
been able to attract considerably more external funding over and
above its core budget.

The two programs which the G-5 was asked to consider were not
recommended by the group since considerable additional study was
thought necessary. The Program on Natural Rescurces was

subsequently adopted by IICA, but not the one on Agro-Energy.
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2.1. Nature of the Institute

In 1942 the Governing Board of the Pan American Union approved the
establishment of the Inter-American Institute of Agricultural Sciences
with the objective "to encourage and advance the development of
agricultural sciences in the American Republics." Seven years later, on
February 6, 1949, the Council of the Organization of American States
recognized the Institute as an Inter-American Specialized Agency, in
accordance with the provisions of Chapter XV of the Charter of the
Organization. .

In view of socioeconomic and political changes taking place in the Menber
States and the need to respond to these changes, a new Convention was
introduced and opened to the signature of the Member States of the
Organization of American States and of the Inter-American Institute of
Mricultural Sciences on March 6, 1979. The new Convention not only
changed the name of the Institute to the Inter-American Institute for
Cooperation on Agriculture, but also introduced important changes into
its structure, consolidating and broadening its purposes "to encourage,
promote and support the efforts of the Member States to achieve their
agricultural development and rural welfare."

Since the iatroduction of the new Convention on March 6, 1979, the
countries have formally ratified the Convention and four new countries
from the Caribbean have joined the Institute (Grenada, St. Iucia and
Dominica and Suriname), bringing total membership to 29. .

Structure and Organization

The Institute is made up of three principal bodies: the Inter—American
Board of Agriculture, the Executive Committee and the General Directorate.

2.2.1 The Inter-American Board of Agriculture (IABA) is made up of
representatives of the governments of tha2 Member States. It is
responsible for approving measures on Institute policies and
actions., 1Its decisions take the form of resolutions and of
approved plans, programs, projects and activities.

" 2.2.2 The Executive Committee acts on behalf of the Board. It is made

up of the representatives of twelve Member States selected through
a rotating system of equitable geographic representation. ,

2.2.3 The General Directorate is the executive body of the Institute.
It performs duties of a permanent nature defined in the Convention
and assigned by the Board. The General Directorate prepares
Medium-Term Plans, the Program-Budget, and the base documents for
resolutions submitted to the Board for final decision.

The General Directorate, in order to comply with the mandate of
the Board for implementing the 1983-1987 Medium-Term Plan, adopted
ten programs and the matrix organization under which IICA
established and operates a twin hierarchy. One branch sets
guidelines, objectives and goals for technical performance; the
other provides and monitors resources for action.
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The components of the General Directorate of IICA are:

= Central office of the General Directorate
= Area offices

= National offices

- Specialized centers

The central office of the General Directorate is responsible for
direction, supervision and support of the decentralized units. It
is also the headquarters of the Institute's external relations and
monitors resources, especially personnel and funds.

The office of the Assistant Deputy Director General for Programs
Development, located in the General Directorate, is responsible
for coordinating the activities of the program directors.

The office of the Assistant Deputy Director General for Operatious
is also 1located in the General Directorate but has a
geographically decentralized structure. Its components include
the 27 national offices, four area offices (Central, Caribbean,
Andean and Southern), and the specialized centers--the Investment
Projects Center (CEPI) and the Inter-American Agricultural
Documentation and Information Center (CIDIA). The follow-up and
supervision unit is a central part of the office of operations and
is responsible for monitoring IICA's projects in the countries.
CEPI's objective is to advise, provide brokerage, prepare and.
cooperate with the member countries and with the Institute in
identifying and formulating projects to be funded with exteri.al
and quota resources. CIDIA offers services to the countries in
the areas of information and documentation for agricultural
development and rural well-being.

CATIE is an autonomus associated organization of the system. 1Its
objectives are research and graduate training in agriculture,
forestry, and related sciences.

2.2.4 PRole and Responsibilities of Directors (Area, National Office and
Program Directors) :

According to the official job descriptions which were given to the
group, the role and responsibilities of directors in IICA are as
followss

Area Directorss In their particular spheres of operation", they
must guide, support and motivate action by national offices,
conduct multinational activities for the geographic area,

* Area 1 Centrals Costa Rica, Dominican Republic, El Salvador, Guatemala,
Honduras, Mexico, Nicaragua, and Panama.

Area 2 Caribbean:s Barbados, Dominica, Grenada, Guyana, Haiti, Jamaica,
Saint Lucia, Suriname and Trinidad and Tobago.

Area 3 Andeans Bolivia, Colombia, Ecuador, Peru and Venezuela.

Area 4 Southerns Argentina, Brazil, Chile, Paraguay and Uruguay.
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facilitate contact between the area office and the central office
and represent IICA in the region. Area directors report to the
Assis-ant Deputy Director General for Operations.

In addition, they support and supervise national office directors
so that IICA operations in the countries of the area will be
carried out effectively and in a coordinated fashion. They advise
the Assistant Deputy Director General for Operations in making
decisions and taking corrective . measures that will adapt
activities to the needs and requirements of the countries and in
accordance with any established agreements. Finally, they monitor
compliance with these decisions.

More specifically, area directors are responsible for establishing
and maintaining official relations with representatives of
regional organizations whose actions cover some or all of the
countries in the area. They have the dual role of national office
director in the host country and all the duties pertaining to that
office. They perform institutional concurrence in the countries
of the area and give opinions on agreements and contracts. They
organize programming meetings for the area and are responsible for
the supervision of the national offices within their jurisdiction
to irsure that they operate efficiently and effectively. They
coordinate technical support and exchange of experiences among the
officas in the countries of the area. They have specific duties
related to management of area reasources, including hiring local
professional and general services personnel, contracting
consultants, carrying out the performance appraisal of office
directors, and authorizing purchase and sale of equipment and
materials.

National Office Directorss They report directly to the Assistant
Deputy Director General for Operations and keep the area director
informed. They are responsible for overseeing the Institute's
operations in the host country, ensuring that both official
relations and technical cooperation activities are carried out
efficiently.

In addition, national directors represent the Institute and the
Director General in the host country. They establish and maintain
official relations in the country and negotiate and sign
agreements and contracts authorized by the Director General. They
prepare an annual Plan of Operation and provide follow-up on
implementation of all office activities in compliance with any
existing agreements. They supervise the administration of human
and financial resources assigned to the office and carry out.
technical duties as specialists in their particular technical
fielas.






28

Program Directorss They must analyze the status and trends of
agricultural development and rural well-being in Latin America and
the Caribbean, in the specific area of the program, and design the
conceptual framework and strategy of the program. They supervise
the process of identification, technical concurrence, preparation
and implementation of projects. They take part in evaluating the
programs and the projects included therein. They provide
follow-up and technical supervision for the implementation of
projects and recommend approval, revision or rejection on the
basis of the technical content of project profiles and documents
in their programs, as well as the allocation of financial
resources. They must also take part in selecting and training
technical personnel, developing and operating mechanisms for
exchange with academic institutions in the field of interest of
the program, and help to procure external funding and technical
resources. Program directors also coordinate biennial technical
progrsmming and advise and support area and national directors in
implementing these plans. They exchange ideas and experiences and
coordinate initiatives among programs and with the Directorate of
Analysis and Evaluation so that IICA can effectively play its role
as an agency of consultation, and they formulate and direct
specific projects in some of the most important areas of the

program.

2.3. Operational Guidelines and Support Services

In response o new and changing needs for agricultural and rural develcp-
ment in the member countries, efforts in recent years concentrated on
consolidatiny the experiences of the Institute and developing the
institutional capabilities necessary for managing growth efficiently and
effectively, focusing on the areas of technical action, administration,
external affairs and personnel.

2.3.1 Basic Guidelines for Technical Action

According to the 1983-1987 Medium-Term Plan, “One of the
fundamental requirements for the Institute to perform its
functions is the development of a high 1level of technical
competence in its programs."

As an agency of technical cooperation, IICA can work with the
member countries in specialized areas of socioeconomic progress,
physical and biological sciences and institutional systems, only
to the extent that its own capabilities allow.

In developing and pursuing its technical cooperation services the
Institute follows certain guidelines:

= Achievement and provision of technical leadership

- Concentration of its actions

- Design of mechanisms and processes by which to anticipate
development trends in the region

- Improvement of its capabilities for technical and scientific
brokerage . :
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The technical cooperation services are the most direct, continuous
and effective actions of the Institute, provided primarily through
ites national offices and specialists located in the countries.
This is accomplished by recruiting the best possible personnel and
by working on a 1limited number of activities for which the
Institute has a definite comparative advantage over individual
Member States. The nature of the action program will vary from
country to country in order to accommodate individual needs and
capabilities. IICA staff assignments and project selection should
conform to a critical definition of each country's most pressing.

Bagsic Guidelines for Administrative and Financial Action

The 1983-1987 Medium-Term Plan recognizes the need for "managerial
systems and procedures appropriate for its dimensions and
geographic scope, operational structure and complexity of
functions...". Accordingly, the following operational guidelines
were established for administrative actions

Decentralizing operations to provide follow-up and supervision
closer to the site of action and to maximize the contacts with
problems by national and international personnel and improve their

operating efficiency.

Improving the organization and effectiveness of admininistrative
processes and functions through a <careful delegation of.

responsibilities and authority.

Maximizing the development of financial management systems through
improved budgeting systems for quota and extra quota projects, .
accounting procedures and financial planning and projection.

Improving the systems for managerial and administrative

information through an on-going process of identifying and
assessing needs for effective information flows and standarization

of information reporting.

2.3.3 Guidelines for External Affairs

The Medium-Term Plan recognizes that during the current decade "IICA
will be operating in an extraordinarily complex international
context. It must maintain a network of relationships that can be
effectively translated into benefits for the member countries and it
must be constantly visible in regional and international gatherings
and organizations."”

2. 3. 3.1

The operational guidelines adopted by IICA to cffect the foregeing
involve:s .

Adopting measures to support, reinforce and enhance the efforts of
all units in the Institute which are involved in seeking external
funding for project activities.
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2.3.3.2 Promoting IICA's visibility on the international scene through

regular inventories and reviews of relevant institutions and
development of strategies for coordination and cooperation and
mechanisms for participation in international forums and
dissemination of information.

2.3.4 Guideline; for Human Resources

2.3.4.1

The new Rules of Procedures of the General Directorate acknowledge
the importance of human resources and lay the groundwork for
personnel management. Accordingly, the Institute proposed to
adopt measures that would strengthen relations with its personnel
and further consolidate the quality of its technical cooperation.

The proposed gquidelines introduce improvements in the systems »>f
personnel recruitment, selection, placement and evaluation, and in
personnel professional development.

Recruitment

According to IICA's staff Rules*, staff appointments are based on
background, competition and evaluation, with all staff members
having an equal opportunity to apply. Selection should be made
with no discrimination as to race, creed or sex. Only competence,
experience, efficiency and integrity shall be taken into account,
together with the need for as broad a geographical representation
as possible among nationals of the member countries.

When cpenings are to be filled, first preference should be given,
if other conditions are equal, to the Institute's personnel. The
rules also provide for broad circulation of the announcement of
vacancies within the Institute and throughout the member countries.

Candidate selection is done by an Advisory Committee on Human
Resources, which is responsible for analyzing the suitability and
other qualifications of the candidates: and making the
corresponding recommendations to the Director General. The
Director of Human Resources is responsible for reviewing all
applications to ensure that required documentation has been
presented. He or she performs a first evaluation of the
candidates and rates them according to their experience and
academic preparation. Pertinent office directors recommend the
candidate they consider most qualified for the position.

Document IICA/JIA/Doc.5(85), submitted to the Third Regular Meetihg of
the Board, held from October 21 to 26, 1985 in Montevideo, Uruguay.
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2.3.4.2 Statistics on Present IICA Staff

Table 1 shows the academic level of IICA personnel in March 1986.
Of the total International Professional Personnel, 84 hold
doctoral degrees, 81 hold master's degrees, and 75 hold other
professional degrees. This last category includes staff members
who do not hold graduate degrees but have extensive experience,
and have received specialized in-service training.

Table 2 shows the age level of IICA's International Professional
Personnel. Out of the 240 such personnel included 48.75% are
fifty years of age or over. .

Table 1. ACADEMIC LEVEL OF IICA INTERNATIONAL PROFESSIONAL PERSONNEL

PROFESSIONAL MASTERS DOCTORAL TOTAL
DEGREE DEGREE DEGREE
OFFICE DIRECTORS 7 10 10 27
PROGRAM I 3 - 3 6
PROGRAM II 5 16 28 49
PROGRAM III 14 7 2 23
PROGRAM IV 5 2 2 9
PROGRAM v 1l - 4 5
PROGRAM VI 6 7 9 22
PROGRAM VII 3 4 1l 8
PROGRAM VIII 12 5 4 21
PROGRAM  IX 2 12 3 17
PROGRAM X 1 2 3 6
NO PROGRAM (*) 13 15 14 42
OTHERS 3 1 1l 5
TOTAL 75 8l 84 240
] 31.3% 33.7% 35.0% 100%

* fThis includes staff members in the Central Office of the General
Directorate and certain staff members in the countries, not specifically
assigned to a program.
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Table 2. AGE LEVEL OF IICA INTERNATIONAL PROFESSIONAL PERSONNEL

AGE
PROGRAM -30 30-39 40-49 50-59 60 TOTAL
OFFPICE DIRECTORS 1 9 14 3 27
PROGRAM I 2 3 1 6
PROGRAM II 7 18 19 5 49
PROGRAM III 9 ‘9 3 23
PROGRAM IV 6 1 2 9
PROGRAM V 1 2 2 5
PROGRAM VI 4 5 12 1 22
PROGRAM VII 6 2 8
PROGRAM VIII 3 12 4 2 21
PROGRAM IX 1 11 3 2 17
PROGRMAM X 2 4 6
GENERAL 9 14 12 7 a2
OTHER 1 2 2 5
TOTAL 26 97 87 30 . 240
* 10.83%  40.42% 36.25% 12.50%  100%

2.4. Planning Process

2,4.1 The 1983-1987 Medium-Term Plan and the Program-Budget

The general purpose of the Medium-Term Plan is to provide a
framework that will guide IICA's actions for the 1983-1987
period. It was based on guidelines contained in the document
"General Policies of IICA," which traces the Institute's long-term
policies and provides a framework to guide the General Directorate
in periodically proposing medium-term plans, programs and

proposals.

The Medium-Term Plan specifies the objectives, strategies and
basic tools that the Institute will use over the medium term. It
describes programs and gives basic guidelines for Institute action
in the technical and administrative fields and in external affairs
and personnel management. It 1lays the groundwork for an
organizational structure designed for implementing actions, and in
general terms, it discusses requirements for allocation of
financial resources and overall staffing needs for the period it

covers.
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The major focus of the document is the program descriptions
explaining the mechanisms through which the Institute will
operate. For each one, it discusses the problems confronted by
the countries. It interprets the causes of the problems and sets
objectives for IICA action. Finally, it gives guidelines for
Institute action, under the headings of specific objectives and
program strategy. ‘

PIOEGM 3

Based on the foregoing considerations, the following ten px:ogtams
were defined, reflecting five broad problem areas:

A program to develop the human resources needed for agricultural
and rural developments

Program I:s Formal Agricultural bkducation (director located in
San Jose)

Programs to provide scientific and technological support to the
production process:

Program IIs Support of National Institutions for the Generation
and Transfer of Agricultural Technology (director
located in Venezuela) ’

Program III:; Conservation and Management of Renewable Natural
Resources (director's position vacant)

Program IV: Animal Health (director located in Washington, D.C.)
Program Vs Plant Protection (director located in San Jose)

Programs to solve problems of production and marketing in the
public and private sectors:

Program VIs Stimulus for Agricultural (Crop and Livestock) and
: Forest Production (director located in Jamaica)

Program VIIs Agricultural Marketing and Agro-industry (director
located in Uruguay)

A program to strengthen efforts for rural developments

Program VIII: Integrated Rural Development (director located in
the Dominican Republic)

Programs designed to guide the policies, programs and plans of the’
governments and institutionss

Program IX:s Planning and Management .for Agricultural Development
and Rural Well-Being (director located in San Jose)
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Program X: Information for Agricultural Development and Rural
Well-Being (director located in San Jose)

Under the current organization, each program is headed and managed
by a program director who holds technical responsibility for the
conceptual formulation, organization, and management of the
program, and for supervision at the national, regiocnal and
hemispheric levels.

In order to facilitate the process of decentralization, the
program directors were distributed among various offices, ' in
member countries selected for their concentration of projects and
activities in the particular program, or where there was a
perceived potential to promote such development, as for example,
Program VI in the Caribbean.

Projects

Projects are a special instrument or mechanism for translating the
programs into effective technical cooperation actions in the
countries, taking into consideration their different and
particular needs. The 1983-1987 Medium-Term Plan defines the -
project as an "ensemble of actions or activities of technical
cooperation which produces significant, foreseeable results during
a specified period, solving a problem by applying certain
resources with a given methodology and under the management and
respoisibility of a competent professional.” :

The projects for technical cooperation developed within the
program framework can be either multinational or national.

The selection of projects at the national level is based on a very
deliberate strategy. This follows a process of institutional and
technical concurrence between I CA's technical personnel (national
office director, program director and specialist) and the national °
authorities. The process is aimed at reviewing national
agricultural plans and policies, identifying problem areas and
prioritizing specific areas in which IICA can provide technical
cooperation by implementing the project (or short-term action).

The strategy adopted for the multinational projects is similar to
that of national projects) however; the consultation takes place
with two or more interested governments sharing a common problem
and common objectives. Multinational projects may or may not have
national (project) components, but generally serve to promote,
coordinate and support national activities,

The Institute has taken the initiative or has responded to popular
requests from member governments in the development of
multinational projectsy however, in two important instances,
Animal Health and Plant Protection, the Institute had specific
mandates from the IABA to promote the development of multinational

projects in these programs.
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A second important instrument of technical cooperation frequently .
utilized by the Institute has been the "AcciSn de Coyuntura” or
"short-term action." These are prepared in response to specific,
ad hoc or emergency requests from member governments or
collaborating national agencies. Characteristically these actions
are of short duration and for very specific periods, designed to
correct or address a particular problem or if the particular
situation requires more long term solutions to prepare a project
document.

Program and Project Funding

The Medium-Term Plan provides a financial and budgetary framework
for the allocation of resources. IICA projects and programs may
obtain funding from either quota extra-quota sources.
Quota-funded projects are financed wholly from the Institute's
budget, to which all the member governments contribute.
Extra-quota projects are financed with funds provided from sources
outside <the Institute. Some projects are funded from a
combination of quota and extra-quota sources.

IICA's Convention states that the Inter-American Board of
Agriculture has the important task of approving the biennial
Program-Budget, which requires a favorable vote of two thirds of
the Member States. The Program-Budget covers a period of two
years and enables IICA to operate in accordance with strategies:
set by the Board. It is the result of agreements reached with the

governments.

The Program-Budget dictates the distribution and use of resources, -
and for this purpose, it is structured in three basic chapters -
corresponding to the types of activities defined in the Rules of
Procedure of the General Directorate. These ares i) Direct
Technical Cooperation Services, which include resources earmarked
for programs and, in each program, projects and short-term
actions, Centers, technical support services, and short-~term and
preinvestment activitiesj ii) General Directorate Costs, including
costs of the central Office of IICA's General Directorate and
expenditures required for the operation of the area offices,
national offices and specialized centersy and iii) General Costs
and Provisions, including costs which, by their nature, cannot
easily be broken down by project or operations unit, such as costs
of the meetings of the Board and the Executive Committee, the
external auditors, etc.

A look at the Direct Costs of Technical Cooperation can provide a
point of reference for 1986. These costs absorb 79.1 percent of
total budgeted resources, and 88.8 percent of them are allocated

to the ten programs, with approximately nine percent to the
centers. For the 1986-1987 biennium, quota resources make up

nearly 58 percent of budgeted funds, while external resources
contribute 42 percent.
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2,4.5 Communication and Reporting System and IICA's Programs and Projects

The Institute currently has a well established Uniform Reporting
System and channels of communication. However, given the diverse
nature of the Institute and its geographic breadth, problems still
occur within the internal communication system. Contributing to
these problems are lengthy delays in the mailing systemssy for
example it is not unusual for mail from Suriname or Guyana to take
one month to arrive in San Jose. Also delays can be caused when
the established internal communication channels are bypassed.

The Uniform Reporting System provides a simple standardized
format, designed to minimize the time spent in preparation. It
facilitates easy monitoring of project execution (results actually
achieved in relation to programmed tasks and results) and use of
resources. Clear instructions are also provided to ensure that
reports are received by the relevant authorities (area and program
director, and at the central office, the Deputy Directors General
for Program Development and Operations). -Relevant reviewing,
decision making and responding to the offices form part of the
process.

Independently of the Uniform Reporting System, the natiorLal
offices communicate directly to the Director General and other
headquarters units and program directors on matters specifically
relevant to their areas of competence and authority.

In the past, the Institute's intcrnal correspondence was handled
entirely through the postal system. The Institute is now in the
process of introducing electronic and computerized internal
communication systems, which are expected to make dramatic
improvements (and positive changes) in the efficiency and
effectiveness of internal communication and Institute operations.

2.5 Comments of the Group on the Nature and Operations of IICA

2.5.1 PFormat and Content of the 1988-1992 Medium-Term Plan -

The group is of the opinion that the general format of the
Medium-Term Plan document should be retained. We conclude that it
provides the elements needed for understanding IICA's approach to
its task as a multinational agricultural agency. It is a suitable
document for presentation to the Board and for wide distribution
at the national and international levels. The only addition we
propose is a clear statement of the criteria used in selecting
IICA's programs. ) ,

The group recognizes the need for continuous development and
discourages the practice of making frequent major changes in
structure that may be costly and disruptive to the operations of
the Institute. In order to introduce a measure of stability, the
group suggests that consideration be given to placing the
Medium-Term Plan in the context of a ten year indicative plan, to
be developed by IICA.
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We further recommend the preparation of separate documents
targeting IICA staff and containing for each programs

2.5.1.1

2.5.1.2

2.5.2

2.5.2.1

2.5.2.2

Guidelines for the choice and development of projects' in the
program.

A clear statement as to the areas of concentration of the
program.

FPormulation of Projects

When projocf;s are formulated as & part of the Medium-Term Plan,
they should be placed into two categories:

Projects which fall within the defined area of concentration .of
a program.

Projects in the general area of a program, which have been
undertaken at the request of governments but which lie outside
of the particular area of concentration. The most important
characteristic of the Medium-Term Plan is that each program is
very broad in coveragey if the programs are viewed as a whole,
the full range covered can include all conceivable aspects of
agriculture and rural development. '

If projects are thus divided into those i) within the area of .
concentration, and ii) outside. of this area, it should be
possible to resolve the dilemma of concentration while allowing
the flexibility to respond to a full range of government
requests. As IICA develops visible competence in concentrated
areas of each program, the govermments should request more
projects in these areas of concentration and fewer outside of
these areas. This process will be enhanced if national office
directors have a good knowledge of the program areas of
concentration before entering into negotiation (or consultation)
with national agencies. Nevertheless there will always be a need
to respond to urgent short-term needs of individual governments.

In addition to concentration within programs, there is no doubt
of the need to reduce the number of programs; otherwise IICA's
activities will continue to be so diffuse as to make a major
impact difficult if not impossible to achieve. A reduction in
the number of programs is discussed in Chapter V, which presents
proposals for five programs to replace the existing ten. New
guidelines will have to be prepared for the five proposed
programs, to clarify the issues indicated in points 2.5.1l.1. and,
2.5.1.2 above. It is vital that these documents be translated
into the official languages of IICA. At present they are
available only in Spanish, and this presents a severe
restriction on national agencies interested in IICA programs.
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2.5.3 Responsibilities of IICA Directors

In general, the group found that the role and responsibilities of
national, area and program directors were not clearly definedj; nor
were they uniformly understood in IICA, particularly at the field
level. -

There was much overlapping of responsibilities between program and
area directors in several matters, particulary multinational
projects and external funding. The line of authority between
national directors, area directors and headquarters in matters
related to both programming and administration is quite confused.
Also the role played by the different directors in the selection
and staffing of technical administrative personnel in the Offices
should be spelled out clearly by IICA's office of human resources.

Staff selection is one of the important functions of the national
director. It involves consultation with national authorities, and
this process requires skillful negotiation on the part of the
national director. The final problem is to identify the pertinent
authorities who make policy at the national level. In most
countries IICA must relate to the Ministry of Agriculture, which
does not always have the final say in policy. The Ministry of
Finance and/or Planning often plays a more important role in the
formulation of policy and the approval of projects.

Thus IICA has to consult with Ministries of Finance/Planning and
of MAgriculture at the highest possible level for policy issues.
There must also be a close relationship with technicians in the
Ministry of Agriculture for the formulation of individual projects
and for the execution of such projects. The national director
must therefore have a broad interest in agricultural development,
be a skilled negotiator and hold stature in his professional area
so that he can command the respect of professional colleagues.
Also, he must quickly develop a knowledge of and sensitivity to

local mores.

According to the job description, the area director "carries out
all the duties pertaining to the national director in the host
country.”™ We think that the functions of the area director and of
the national director in the host country of the area should be
performed by two different persons.

The group suggests that the relationship shouid be as follows:

The national or international professional assigned to a
particular project, or covering a group of related projccts, at
national and multinational 1levels is always responsible to. a
national office director.

Normally, there is one national office director per countryj in
the small countries of the Caribbean, it may be a better use of

limited financial resources to hava a national office director .

covering a group of three or four countries.
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We propose that for the Central, Southern and Andean Areas, the
area director be located at headquarters. However, IICA has a
unique opportunity to develop multinational projects, which can be
enhanced through area offices, so this decision, if it is taken,
should be kept under review.

In the case of the Caribbean, where there is a strong integration
movement and a number of well established regional organizations
which serve most of the countries in that area (CARICOM, CARDI,
CPC, UWI, CDB, CDCC, ECLAC), the retention of an area director is
strongly recommended. Further consideration should be given %o
the location of this area director nearer to the headquarters of
the above mentioned institutions (which are in Barbados, Trinidad
and Tobago, and Guyana).

Further, the area director should not serve simultaneously as a
national office director. The functions of the area director are
described more fully in the discussion of program structure.

The office of the ADDG for Operations will have administrative
responsibility for all the countries. It would be convenient for
this department to have officers responsible for each area. The
area directors who are moved to headquarters (Central, Andean and
Southern Areas) would perform this function themselves. Thus the
national office directors for those areas would be responsible to
area directors who might be designated as directors of operations
(Central, Andean and Southern Areas). Where the Area Director has
been retained 1locally (Caribbean), a desk officer should be
appointed to whom national directors could refer for expediting
matters pertaining to the area. However, in this case both
national directors and area directors would be responsible
directly to the ADDG for Operations, the area director being kept
informed of matters pertaining to the national directors.

In summary, all area directors would have direct administrative
responsibility for national directors in their particular areas.
As such, they will be involved in multinational projects,
relations with international and regional institutions and
agencies operating in the area, and the development of special
strategies for IICA's operations in their areas.

After visiting thirteen member countries, the group reached the
conclusion that although some functions have been decentralized
(program and area directors) and areas of responsibilities
somewhat defined, these were not always clear and the directors
did not always have the necessary authority delegated to them. As
a result, their effectiveness has generally been negligible.

Teamwork by specialists in a particular office should be the rule
rather than the exception. The office director plays an important
role in making this happen. Project leaders should be viewed as
advisors to the national director.
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Closer connections among offices would strengthen the area
office. The latter should have sufficient human and financial
resources to support the offices technically and administratively,
facilitating the exchange of specialists and performing effective
supervision and follow-up. It is essential for area directors to
have enough funds to support national offices, and to provide the
logistical backing they need.

Communications

A complaint frequently encountered by the group when visiting
national offices was the lack of communication with program
directors, whether they were located in San Jose or elsewhere. In
addition, the national directors expressed the- view that they have
little input in IICA's program strategies. They suggest that the
annual meetings of directors allow time for discussion of
technical matters in addition to the many administrative issues on

the agenda.

Mother complaint was that the national directors and project
officers received very little feed-back on their reports, putting
into question the utility of the quarterly reporting system.
While analysis and reporting are necessary activites, the G-6
questions whether the present system reflects accurately the
project activities, and wonders what impact is achieved in project
pexformance. In part this concern should be reflected in the
definition of project objectives.

A clear policy on languages is a basic, fundamental need in the
Institute. This shortcoming prevents IICA from assuming its
hemispheric roley it also detracts from the rapprochement between
the growing number of English-cspeaking nationals and their
Spanish-speaking colleagues. All IICA staff should be encouraged
to have a working knowledge in at least two of the four official
languages of the Institute and be given every possible assistance
in reaching that level of proficiency.

With respect to this issue, the problem of communication systems
must also be addressed. IICA is now, and has been for some time,
engaged in an Institute-wide process of installation and use of
microcomputers and electronic communications systems. This is an
extremely positive step geared to modernizing the internal
communication system and generally making it more efficient and
effective. Its value is demonstrated by the progress already
achieved in financial and accounting services, although evidently

many improvements are yet to be made.

There is a general impression, however, that the Institute lacks
effective organization and management for implementation of the
system. Many of the national offices have now been provided with
microcomputers, but so far have been left to their own devices to
obtain software, secure training and develop data bases and coding
systems. Those offices fortunate enough to have some relevant,
knowledgeable expertise have made positive advances in the use and
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application of the microcomputers, and in some cases have
developed electronic mailing systems. The potential danger in
such uncoordinated and inconsistent development around the
Institute is that in a short time it will demand considerable
resources to accommodate the wide variations in equipment,
software, operating codes and data bases.

The G-6 shares the view that current efforts should be continued
and strengthened; but headquarters should provide greater
leadership, guidance and control over development in the national
offices. Technical support will Le needed for the eventual goal
of transferring microcomputer and telecommunications technology to
the countries, and the long range intention of infusing this
technology into the agricultural activities of the member
countries. :

Anothur facet of the communication system is the issue of data
storage and retrieval. Many countries of the world are moving
rapidly into computerized gathering, evaluation and dissemination
of agricultural information, and IICA could very well become
involved in accomplishing and supporting these efforts for its
member countries. One example of this is the area of
classification and inventory of pests and diseases of plants and
animals and rapid reporting of outbreaks. There are other cost
savings to be derived from the introduction of microcomputers and
electronic communication systems, particularly advantageous to a
widely decentralized organization such as IICA. They include
applications for regular internal communication, linkages with
other international and regional systems and data banks, and
training activities.

Human Resources

The strength of IICA lies primarily in the quality of its human
resources, and a large share (60% to 65%) of IICA's total
expenditures are attributable to persomnnel costs. It is critical

for IICA to acknowledge this fact by providing its personnel with
an environment which is conducive to optimum performance in terms

of quantity and quality. IICA needs to change the perception
commonly held outside the Institute that its staffing is
influenced by other than professional considerations.

The first requirement of such a policy is to assign personnel to
duties which are compatible with their qualifications, in areas
where they are needed.

The group found cases of employees who were not necessarily needed
at the time they were assigned to a countryy thus they found
themselves obliged to undertake activities of doubtful value.

The second requirement for IICA is to ensure that its recruitment
and selection procedures are designed so as to guarantee the
hirign of the best possible staff. Current procedures do not
appear adequate, or if so, they are not followed fully. For
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example, we heard complaints from both inside and ouLside IICA
that the publication and advertisement of available positions was
too limited. Recruitment efforts for professional staff in IICA
should be as broad as possible, with announcements reaching a wide
circle of specialists, particularly in the member countries. In
addition, national professional technicians should be given every
opportunity apply to international positions. More serious still,
we are not certain that staffing regulations are applied uniformly
and fairly in every instance.

As a case in point, IICA still has a  large number of "positions of
trust” (estimated to total fifty). The group's perception is that
the incumbents such positions are selected for their personal
loyalty to the Director General. If this is really the case, we
strongly question whether it is in the best interest of the
Institute. Moreover, we would like the number of such positions
reduced to a minimum as soon as practicable. The definition would
no longer include the national directors, but might cover the area
and program directors and heads of departments at headquarters.
In the longer term, we feel that these trust positions should be
eliminated entirely. An international technical institution should
not be periodically disrupted by major removals of staff, if sound
recruitment procedures are practiced.

Recruitment of technical personnel must be extremely selective,
taking into account the fit between the specialists, IICA's
strategies and the idiosyncracies of the countries of the region.
Quality should not be sacrificed for quantity, and this would
increase the availability of operating resources.

The number of international specialists should be reduced. These -
professionals should stand out for. their competence, so that
financial resources can be used to mobilize and tap the
capabilities of the countries themselves and make use of national
specialists, so badly needed by their own countries.

National Directors expressed considerable dissatisfaction with the
way in which professional staff are sometimes assigned to their
offices, without prior notification or consultation. The G-6 is
of the view that the normal provisions for selection should
include consultation with the national office directors when staff
members are proposed for assignment to their offices. National

authorities should also be informed of appointment of
international staff to national office, and such assignments

should be consultant with project activities ongoing a proposed
for the country.

In addition to the question of country postings, a basic rule
should be to maintain a national core staff of the national office
director and at least one international professional. Some
balance should be achieved among the staff to ensure the presence
in each country of professionals representing various disciplines.
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Professional staff should have an understanding of the Institute's
organizational operations and behavior and of international
organizations, and have a sensitivily to and appreciation for the
interaction of political and technical matters. The should also
be individuals with particular expertise in their disciplines, who
can function effectively with project operations or can discharge
project responsibilities. In an international project or activity
professionals must also be able to view their functions broadly in
the local institutional and technical context.

FPour years ago, the G-5 noted that 41.8 percent of 1IICA
professional staff were fifty years of age and over. In 1986, the
number of professionals in that age category had reached
approximately fifty percent. A large number of senior staff
members are now approaching retirement, and figures show a low
influx of younger staff members with at least a P-4
clagsification. In the opinion of the group, these are seriocus
problems facing IICAj; yet the Institutc has no evident plan or
replacement policy in place.

In another context, an internal report was prepared in May 1982 on

the situation of professional women in IICA. It showed only
fourteen professional women on staff, and none of them at the

level of P-5 or above.

The issues of age and sex distribution of staff may be addressed
together, for the recruitment of younger staff members is likely
to provide the opportunity for £finding well qualified women
candidates. In the last ten to fifteen years many more women have
entered the agricultural profession in Latin 2merica and the
Caribbean than in the past.

In order to achieve more flexibility in staffing, IICA should
consider maintaining a critical nucleus of permanent staff
(appreciably reduced from the present level) and bring in highly
qualified temporary staff. Such a policy could provide a means of
offering opportunities to qualified women and young professionals
in IICA.

In summary, an institution like IICA, whose mandate is to improve
other institutions, has to show a high level of excellence in its
own staff. The group recommends that IICA give the highest

possible priority to the recruitment and development of its human
resources, in accordance with the section entitled "Guidelines for

Human Resources™ of its 1983-1987 Medium-Term Plan and the
recommendations of the G-5 Report.

Budget and Financial Development

It is apparent that IICA has to operate within a difficult fiscal
context. A consequence is the hardships felt by local operations,
which ate compounded at the project level by distance and certain
inadequacies in the communication system.
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IICA must establish ways to give the national directors more.
authority over use of funds against approved budgets. The
implementation of an automated reporting system should improve
fiscal management) however, the issue is complex and goes beycnd
reporting procedures. Program staff and national directors should
be more critical of projects and their execution. Because
competition for funds is keen, monies should not be distributed
equally among projects. It is far better to fund a few projects
adequately than to underfund many. We feel that this is an area
requiring Board and management review.

The unit of follow-up and supervision should be moved to the
office of the Assistant Deputy Director General for Program
Development (ADDGPD) and should concentrate on technical
supervision. Administrative supervision is the responsibility of
the ADDG for Operations, while the office of financial resources
and management ensures that financial systems are used properly
and that cash flow is maintained. The office of human resources
oversees the implementation of guidelines on personnel matters.

Interaction with other Institutions

The group believes that IICA shoulc intensify its interaction with
such international and regional development organizations as FAO,
JUNAC, CARDI, OIRSA, ROCAP, CARICOM, (DB, etc. Special attention
should be given to funding agencies such as IFAD, USAID, CIDA,
IDB, and IBRD. At present, IICA has good relationships with some
of these agenciesy with others, they could be improved.
Nevertheless, we found these organizations very interested in
increasing their interactions with . IICA.: The group agrees in. =
principle with the observations made in the G-S report relating to
cooperation with such institutions.

There is a clear need for more aggressi.ve public relations by the
Institute to provide a better understanding of its structure,

objectives and modus operandi.







IIX

IICA's IMPACT ON THE MEMBER COUNTRIES
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3.1 The Importance of and Need for IICA and its General Contribution

In order to understand the importance of and need for IICA in the coun-
tries, we could ask what IICA does for the countries that they cannot do

for themselves. ‘

The reply appears to be that if IICA did not exist, regional and multina-
tional interaction and cooperation among the member countries would be
more difficult. IICA's acquired experience would not be available, :its
group assistance in certain specialized fields would not take place, and
activities to facilitate and catalyze actions in the countries would be
weakened.

IICA's presence is recognized in all the member countries. Public sector
agricultural officials in the member countries, even with a minimu of
time in their positions, view IICA as part of the ensemble of
institutions active in the country. They take an interest in its
orientation and in its achievements.

In general, IICA's image in the countries is good because of its under-
standing of problems affecting the agricultural sector and its capacity
to assist the countries in addressing their problems. In a few
countries, IICA is perceived as a donor agency rather than an
organization for technical cooperation, and this leads to false
expectations in some local entities.

IICA is known in the countries as the m>st flexible and dynamic of the
international organizations. It is seen as an institution which can
respond quickly to solve emergency problems for the Ministries of
Agriculture and other sectoral organizations. As a result, in some cases
IICA has had to become involved in a number of short term activities at
the expense of developing more substantial action. In the Caribbean,
where IICA is new, there is still some room for improving the knowledge
and understanding of IICA, but this improvement is taking place rapidly
even though IICA's overall contribution to the member countries has been
uneven. In most of them the Institute can claim the following
achievementss

3.1.1 It has facilitated interaction among national agencies.

3.1.2 It has succeeded in assisting the countries to cooperate in
solving shared problems.

3.1.3 It has stimulated and catalyzed agreement on action between
international agencies and local governments.

It should be stressed that IICA has helped to narrow the cultural,
technological and language gap between Latin America and the Caribbean
region. IICA must build on and extend its activities in this direction.
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3.2 Program Achievements and Limitations

IICA channels most of its activities through public sector institutions
in the countries, and therefore much of the outcome of its assistance
depends on the internal efficiency of these organizations, personnel

turnover and the quality of agricultural policy.

The programs of the 1983-1987 Medium-Term Plan do not provide a
coordinated, clear program and action structure. This, together with the
broad coverage of the ten programs and other problems, has led to the
following consequencess

= Many programs can accommodate projects and activities of the most
varied kind, and in most cases, these are not interconnected.
Programs have often been used as a convenient way to fit in or group
together projects which are already underway.

= The Institute lacks a well established program organization structure
capable of supporting project implementation. IICA's matrix
organization has led to confusion. Responsibilities for most of the
program directors are ill defined. These offices have been delegated
little authority and have little interaction with national directors.
This has contributed to the vague nature of program management. ’

An attempt was made to decentralize program operations, and program
directors were located in various countriess the Dominican Republic
(Rural Development), Uruguay (Marketing), the United sStates (Animal
Health), Venezuela (Support for Institutions for Technology Generation.
and Transfer), Jamaica (Stimulus of Agricultural and Forest Production),
and Costa Rica. In practice, this dispersion, together with the shortage
of adequate operating funds available to program directors, has further

hampered activities for program support and follow-up.

Another problem encountered in program development has been that program
directors have not taken part in selecting technical staff. IICA's most
important resource is its professional personnel. The experience and
*memory” of this staff is a crucial element in the definition of program
directions, the design of program and project strategies and the execu-
tion of program work.

IICA needs to capitalize on the professional capacity of its staff tos

3.2.1 Provide a continuing analytical assessment of agricultural
development by country and for the region. This assessment should
form the basis of IICA programs.

3.2.2 Through its ability to assemble different governments and
organizations, provide the leadership for agricultural decision
maker to examine critical sectoral issues.

3.2.3 Encourage greater participation by the private sector in the
development process.
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The number of projects and short-term technical cooperation activities
carried out by each of the programs from 1983-1985 is shown in Table

No.3 As can be seen, Program VIII, Integrated Rural Development, had the
most projects and activities, while Program I, Formal Agricultural
Education, had the fewest. A greater or lesser number of projects and
activities does not necessarily reflect the countries' interest or indif-
ference concerning a particular program, as the number is also influenced
by the personnel that IICA has assigned and by the program's flexibility
in assigning projects.

IICA has made a number of important contributions to an understanding of
agriculture and the problems affecting it, to the development of problem
solving skills, and to the development of methodologies. It has served
as a forum for discussion to facilitate the exchange of experiences among
countries and with other regions.

In particular cases, such as the Animal Health Program and the Plant
Protection Program, projects and activities are clearly related to the
area of specialization. Therefore achievements made in projects related
to these programs can be easily identified.

However in most cases, the program structure is vague and critical data
are not available. Thus it is difficult to relate achievements to the
objectives of the programs as stated in the 1983-1987 Medium-Term Plan.

To summarize, most of the programs have nst proven uniformly effective in
shaping IICA's areas of competence or guiding its actionsy nor have
organization and operations been efficieut. The broad reach of program
coverage and the classification of convenience with which projects have
been neatly placed into programs make it difficult to relate programs to
country strategies or to evaluate their impact.

Operating Effectiveness and Project Achievements

Projects <carried out with IICA's assistance have made evident
achievements when the 1Institute has contributed the force for
integration, interaction and exchange, as in the following exampless

3.3.1 Wwhen 1IICA's assistance has made it possible for two or more
countries to combine efforts for the prevention and control of
pests and diseases and the harmonization of regulations and
terminology use. Several good examples of this are the animal
health and plant protection projects in the Andean area, the
Central Mmerican area and the Caribbean, and the joint project
between Peru and Chile to control Mediterranean fruit fly.

3.3.2 when IICA's assistance has made it possible for several national
institutions to combine actions in programming and
implementation. Examples include the project for improving double
purpose cattle production systems in Guatemala and technology
transfer for livestock in Guatemala.
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Table No. 3 i
NUMERICAL SUMMARY OF PROJECTS AND SHORT-TERM ACTIONS
_FOR _TECHNICAL COOPERATION IN 1984-1985

PROGRAM : FUNDTHG PROJECT
TOTAL
QUOTAS EXTERNAL
NP* MP* ST* NP MP 8T
PROGRAM I 7 1l 2 9(S)* - - 12
PROGRAM II 17 3 8 7 2(1) 1Q1) 28
PROGRAM III 10 3 3 . 10(3) - 1l 20
PROGRAM IV 1 7 - ~3(1) - - 10
PROGRAM V S 5 - - - 1 10
PROGRAM VI 8 4 10 6(1) 2(1) 1 18
PROGRAM VII 10 : 1 1 3(2) - 3(1) 12
PROGRAM VIII 16 6 2 11(3) 2(2) 3(1) 30
PROGRAM IX 10 4 7 6(4) 3(3) 3(1) 16
PROGRAM X 8 3 3 8(1) 1(1) - 18
92 37 36 63(20) 10(8) 13(4) 174
* NP National Projects ' = 135
*# MP Multinational Projects = 39
* 8T Short-term actions = 45
* () Mixed-fund projects (Quotas + external)

Source:s

Report of the Office of the Assistant Deputy Director General for Program
Development, 1983-1985. ‘
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3.3.3 bVWhen IICA's assistance has led several countries to combine their

efforts to exchange know-how, seed material, and training
support. Examples include PROMECAFE and PROCISUR (support for
technology generation and transfer for food production and
agricultural research in the Southern Cone).

3.3.4 twhen IICA's assistance has made it possible to formulate projects

responding to real priorities and likely to receive financial
support from governments and international agencies. Examples
include the corn production project in Mexico, the cattle
production project in Honduras, and the development project for
the northwestern slope in Uruguay. .

Most of the projects reviewed can point to certain real achievements.
However, some reveal weaknesses that should be corrected. Examples. of
these deficiencies includes

Projects devote too much time to studies and formulations and do not
reach the point of implementation.

Projects make poor use of the organizations and structures established
by service agencies and do not orient field projects that will
strengthen and promote these organizations.

Projects are formulated and organized without the participation of
beneficiaries.

Projects prove to be of little importance in terms of the country's
needs and priorities.

Projects are carried out by technical staff acting on their own and in
isolation, instead of being organized with support from other
technicians.

Poor leadership can be found in some projects.

The major limitations encountered in implementing projects are:

Lack of sufficient and timely operating resources assigned to projects.

Lack of communication among country technicians (except in multina-
tional projects).

Lack of interaction and support among technicians in a single national
office.

Failure to delegate administrative authority to the national offices
to manage national projects funded by international agencies, because
administrative arrangements of these projects are handled at head-
quarters in San Jose.
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3.4 National and Multinational Projects

National projects ‘can arise as the result of agreement with countries,
can be generated at the request of national authorities, or can be funded
by international agencies under the «condition that IICA take

responsibility for technical assistance.

Because there is 1little cooréination among hemispheric and national
projects, most national projects do not benefit from IICA's hemisgpheric
structure and capability.

National projects are important when they respond to country priorities.
Experience shows that, in most cases, IICA has had to respond to the
priorities of agricultural officials who frequently change, and
priorities therefore change as well. The shortage of sufficient
operating funds has been one of the factors limiting IICA's response to
country requests. .

An important aspect of IICA's country operations is that each project
must be covered by a signed agreement with the government. This document
sets out IICA's responsibilities as well as those of local participants.
In addition the agreement defines goals and objectives against which to
measure the achievements and impact of the project, and by extension, of
the program into which it fits.

IICA's assistance to the countries takes place through the assignment of
professional personnel. However, the stoff assignment system frequently
fails to take into account the priorities of the countries, and assigned
professionals must therefore prepare agsistance projects so as to justify
their presence. As a result, it is often impossible to respond to
national priority requests because quota resources are tied up in
technicians who were sent to a country which did not need them.

In most of the countries visited, a governmental agency centralizes or
approves requests for assistance. In some countries, however, IICA
responds directly to the requests of various agencies without central
coordination, on approval from a particular governmental department. As
a result, specialists are engaged in a number of unrelated activities,

which may or may not be of high priority.

The multinational project strategy, as observed in certain cases, is
effective because it optimizes the use of IICA's office infrastructure
and technicians, addresses subject areas of interest to several countries
and, in most instances, has adequate operating resources.

Some multinational projects seem to concentrate most of their activities
in those countries where the project leader is located, thus limiting
project coverage in the other countries. IICA should encourage
multinational projects, but the participating technicians, including the
project leader, should be closely linked to the program director. :
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4.1 The Economic and Financial Crisiss General Policy Directions

Rapid and highly significant changes in the social, economic and politi-
cal fabric of the countries of the region have shaped the context in
which IICA's programs operate. This same observation was made by the G-5
in its report, which urged IICA to acquire flexibility, expertise and an -
ability to understand and anticipate the direction which the economies of
the nations of the hemisphere would take. Today the dynamics of the
region are growing in complexity and aie more strongly influenced by
factors external to the region. Our nations must develop the ability and
capacity to resolve immediate crises and to anticipate events within the
context of their own social systems.

In view of the fact that IICA's objectives are to assist the countries of
the region in their agricultural development and to help improve the
rural sector, it is imperative that IICA take into account the dynamic
changes which are underway in the region. The situation today, as in the
past decade and a half, is one of greater instability and more severe
economic pressures. Furthermore, agriculture per se can no longer be
viewed in isolation from other <changes taking place in the
non-agricultural environment, including urbanization and the expansion of
metropolitan areas, the development of financial markets and interna-
tional capital flight, and the internationalization of markets.

IICA's task is further complicated by the fact that the countries of the
region are extremely diverse in terms of natural endowments, cultures,
demographic distribution, and economic and political systems. IICA must
deal with large countries that are relatively advanced and have.
sophisticated institutional systems and trained people, and at the same
time, with countries lacking physical, economic and institutional
resources. In addition, agricultural sector institutions are often
unable to deal effectively with economic and policy analysis and planning
for agricultural development.

The evolving complexity of each national system and its interaction with
an increasingly complex world suggests that IICA's strategies have to be
almost tailor-made to fit specific country needs. IICA must provide
people whose preparation and experience are equal to or greater than
those of personnel in the member countries.

At the same time, IICA can play an important role in monitoring changes
and analyzing the factors that affect the performance of the rural
sectors of the countries in the region. IICA should then take an active
stand in mobilizing national decision making processes and supporting the
implementation of specific actions in high priority areas.
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The G-5 described nine conditions affecting IICA's operations, that
should be considered by IICA in structuring its program activities.
These were:

o Diversity and complexity among the countries of the region
« Food and employment
« Rural-urban population balance
« Changing international demand
" o Differential development
« Increasing technological development
« Rasource deterioration and environmental degradation
« Higher energy costs
« Expansion of agricultural frontiers

Most of these conditions have worsened in the intervening years. The
changing panorama has resulted in greatly increased concern and often
draconian measures by the leaders of the various countries in their
attempt to extricate themselves from this whirlpool effect. Many look to
agricultural development as a partial solution to their economic
problems. At the same time, the agricultural sector itself has been
changing in relation to the total economic structure of the countries.
These rapidly changing events must be understood by IICA and taken into
account in the design of its strategy. We believe that for the
forseeable future, the most significant changes that will dominate the
development of the region are those described in the following sections:

The Economic and Monetary Crisis

One of the most severe changes which has overshadowed most other develop-

ment considerations is the extraordinarily high external debt of the
countries of the region, which has increased more than sevenfold in the
last ten years and seriously affected the economic development of the
region. The external' debt has reached a total of close to US $400
billion, which represents a burden of approximately US $1000 for every
adult and child of the region. In addition, high inflation rates have
affected many countries. .

It is estimated that the exodus of capital during the years of debt
crisis (1981 and 1982) was nearly equal to the total debt of the fifteen
largest debtor countries. Loans and capital have stopped flowing into
the region and Latin America has become a net exporter of capital, even
without counting clandestine capital flight. The payment of interest due
would absorb around one half of total export income. The weight of the
external debt, combined with changing international market forces, places
severe constraints on the availability of capital to finance production
sectors.

Impl ications for IICA

As a specialized agency dealing with food and agriculture, IICA should
assist countries in developing their policy framework to assure that
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development resources are not diverted from the agricultural sector and
that policies affecting agriculture are developed within a comprehensive
economic framework. IICA will need to strengthen its program for policy
analysis and formulation, which should be a part of the 1987-1991
Medium-Term Plan.

Domestic and External Market Changes

There is a clear surplus of merchandise including raw materials and

agricultural goods on the international market. World trade in these
areas shows signs of weakening and even of severe decline, and the trend
toward restriction and protectionism is growing. Terms of exchange for
less developed countries and prices for their agricultural goods have
been sliding precipitously in recent years. Efforts to increase
productivity, production and export therefore go unrewarded, and doors
are slamming shut on the generation of foreign exchange needed for deht
payments or even for paying the debt service.

In the last decade, prices of agricultural products and basic commodi-
ties have fallen by around one half. This price slide has only increased

the danger of the external debt crisis. The ground that was gained

earlier in liberalizing international trade is being lost. The shortage
of foreign exchange and the battered conditions of the external sector in
less developed countries are leading to a rediscovery of barter as a form
of international transaction.

Agricultural can be a crucial force for economic growth and feor
overcoming today's conditions of recession and contraction. i%s8
importance has been magnified by its role in the performance of external
sectors in the region. Nearly one half of total exports are still of
agricultural origin, but only around eight percent of agricultural costs
are incurred for imported inputs. No other sector has achieved this kind
of coefficient. Agriculture is making a greater contribution than at any
time in the past to guaranteeing the region's food security and to
eliminating critical dependency. This is why the region as a whole is
beginning to adopt policies for continent-wide food security, based on
its considerable potential for food production and on the extremely
heterogeneous conditions it possesses, with promise for 1local
specialization and a balanced overall product mix. This heterogenity
also suggests the potential for increasing intraregional trade of
agricultural products. ;

Implications for IICA

IICA must monitor very carefully the structural changes in the
agricultural sector that may result from a greater emphasis on satisfying
domestic food needs on the one hand, and on the other, intensifying,
diversifying and commercializing a part of the sector to increase export
earnings. This duality in the agricultural sector may be accommodated
easily in some cases (the campesino versus the commercial producer)); but

in others, it may exacerbate the conditions of the rural poor, especially’

the landless. Countries will have to be more adept at making adjustments
in the agricultural sector, and IICA could provide leadership in this
area. . )
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4.4 ADemographic Changes

4.5

Although population growth rates in the region have declined, the
population is still increasing at an annual rate of 2.7 percent. By the
end of the century there will be more than 600 million six hundred

-million persons living in the region, and they make up a huge regional

market whose demand for food, goods and services is expanding even more
rapidly than the population. Young people represent a high proportion
of the population, while the proportion of the 1labor force is
approximately one third of the total. The weighted life expectancy in
the region is increasing and is now about 65 years of age. This reflects
both improvements in health and health care and improved diets. Still,
hunger, malnutrition and poverty affect large segments of both the rural
and urban populations. Unemployment and underemployment have risen to
unprece dented levels of up to forty percent of the labor force.

Urbanization continues to increase at alarming rates, placing enormous
strains on the capacity of cities to meet the needs for housing, schools,
markets and services. Rural-to-urban migration, although it appears to
have declined, is still proceeding at a high level and points to the need
of providing opportunities in the rural areas.

These demographic changes in the region have a two-faceted impact.
First, the rural and agricultural population is diminishing as a
proportion of the total (and in some cases in absolute terms), and must
feed and provide raw materials for a rapidly growing population. Second,
the population is changing its consumptinn patterns with urbanization,
influenced by the mass media. Eventually these changes are also felt in
rural and even agricultural populations. Variations among countries are
significant; but both trends suggest that profound changes are needed in
the region's agriculture in terms of productivity, technology, economic
policies, marketing and employment, the combination of production
factors, products required, etc.

- Implications for IICA

IICA must increasingly support national efforts to raise agricultural
productivity and to develop more efficient storage, processing and
distribution facilities which reflect the new productive structures and
consumption trends. IICA must make every effort to understand the
implications of social changes, especially those affecting population
size and distribution. These changes, along with other forces, are
producing profound changes in the role of agricultural development in the
region.

Social Changes

A related problem is the social changes underway in the region. Given
present population growth rates, the region will have to create 3.4
million new jobs annually to absorb the unembloyed and new members of the

labor force. More women are entering the workplace and there is a greater
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need for retraining workers in modern industry and agriculture. The
rural areas continue to send surplus labor into the urban areas and even
to neighboring countries, in some cases creating migration problems.
Many of the rural communities retain tneir traditional customs and
require special attention to meet their unique needs. These interrelated
phenomena suggest the need to reorient development policies to achieve a
better articulation of agriculture, industry and the service sectors.

' The differential participation of social groups in the development

process has led to an uneven concentration of benefits. Therefore we

find a pressing need to develop the human and natural resource endowments
of the region, a process in which technological adaptation will play an

important part.

Implications for IICA

IICA can do 1little to directly alleviate existing poverty problems.
However, it is clear that any strategy designed to resolve them must seek
to increase the participation of beneficiaries in the design and
implementation of plans and projects. Improved organization at the rural
level will also contribute to a more efficient use of resources available
to farmers and give them a better bargaining position in the marketing of
their producta. 1IICA has made important contributions in this area and
should continue to work actively in its support of the countries' efforts
to improve rural organization and, in general, the participation of rural
people in the social decision making process.

In addition, IICA should assist nations in improving the articulation «:f
the agricultural sector with other economic sectors and in developiry

employment opportunities.

Technological Changes

Technological adaptation and development are vurgently needed if the
growing domestic demand is to be met and if the countries are to
participate competitively in international markets. An agricultural
technology approach must be designed and adopted to increase yields and
production efficiency and to expand the agricultural frontier. The
increased use of modern inputs, mechanization and seed technologies has
changed the nature of agricultural production. The biotechnological
revolution is certain to bring new promise in many agricultural and
related activities.

Research and training, together with an emphasis on institutional
development, must play a central role in guaranteeing that technological
change will make its promised contributions to agriculture, so important
at this time, when the region is operating under new, difficult
conditions. The technological process must be stronger, broader and more
profound, and should also take into account the new requirements for
diversification to satisfy world agricultural markets and accommodate
shifting consumer habits among populations of the region.

Many agricultural research institutions continue to face the same
problems which have led to their deterioration over the past decade: a
lack of adequate support, a decline in the number of trained scientists,
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disruption in leadership and organizational structure, and deteriorating
research infrastructure. At a time when agricultural research is most
urgent, there is a failure to recognize the importance of maintaining
strong research capabilities.

In addition, a number of new trends have emerged in the region. First,
there are several international centers located in the region which
constitute a crucial resource for technology generation at the national
level. The issue is how national institutions can make better use of
their research findings. Second, during the last decade the countries in
the region have had important and very positive experiences with
horizontal cooperation mechanisms. Various countries have come together
to address common problems, improve resource use and alleviate the
individual problems confronting many of them. It is now important to
devise ways of extending and perfecting these positive but limited
experiences. Third, the private sector is increasingly active in
technology generation and transfer activities, and this represents an
important source of additional resources. The issue is how to make
effective use of these resources, always respecting national priorities.

Implications for IICA

The above situation suggests an active role for IICA in three main areas
of work, all contributing to a more effective use of resources available

both at national and international levels.

The countries must be able to benefit from the new opportunities
introduced ly recent advances in research methodology and from the
additional resources brought in by the private sector and international
assistance. Improved technological policies are needed for this
purpose. These should direct research and technology generation
activities toward high priority problems, clearly define the role of the
different public and private institutions participating in the process,
and coordinate technology generation with the other aspects of
agricultural policy such as prices, credit, inputs, etc.

In many cases, the new context calls for a revision of existing institu-
tional models and improvement of the research institutions' management
skills. Research problems have become more complex in many cases. There
is now a diversity of institutions working, where there was only one in
the past. 1In recent years, human and financial resources have expanded,
partly because of international assistance but also fromnational
sources. Given its institutional characteristics and technical
capabilities, IICA is in a good position to help the countries in these
respects.

Cooperation both among the countries and between the countries and the
international centers has proven fruitful and cost effective. it
requires a facilitating mechanism to link the actors and channel the flow
of information. In the recent past, IICA has had resounding success in
offering such mechanisms to the <countries and the international
agricultural research centers. It should continue to do so in the future.
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5.1 Program Definitions and Objectives

IICA is in a privileged position to offer different types of assistance
to countries requiring it, in order to carry out the mandate of its
Convention. The Institute is able to provide leadership in analysis,
orientation and development of the agricultural sector and in designing
appropriate strategies for making better use of human, physical and natu-
ral resources in the region. IICA can achieve this bys a) maintaining a

highly competent, experienced technical teamy b) being innovative in the -

search for and development of new approaches to urgent problems of rural
poverty, nutrition and agricultures c) bringing together public and
private leaders from all levels of the rural sector to analyze and
exchange ideas, know-how and experiences and thus help solve interna-
tional, regional and national problems.

IICA has a comparative advantage for facilitating interaction among
institutions, agencies, sectors, and national and multinational
programs. This advantage should be put to use to strengthen dialoque and
action among donor institutions, encourage more effective programs, and
promote greater interaction between the public and private sectors. .

The 1983-1987 Medium-Term Plan framed IICA's area of competence in ten
programs designed to address problems inherent in agricultural develop-
ment and rural well-being in the Americas. This structure resulted in

widely scattered efforts, and it is therzfore essential to revise and .

implement IICA's program action, attempting to concentrate activities so
that areas of competence will be more consistent with available human,
physical and financial resources. ’

IICA's programs are its major tool for implementing strategies of
concurrence and concentration of efforts, and for improving technical
leadership. They make it possible to identify, analyze and set priorities
among problem areas, and establish a frame of reference and working
strategies for solving these problems.

The programs are a logical framework for shaping the Institute's
capabilities and for negotiating action at the regional and country
levels. They are valuable in programming the use of budgetary resources,
preventing a dispersion of efforts and ensuring that cooperation actions
will make an effective contribution toward solving problems faced by the
countries for improving the productivity and well-being of rural sectors.

In order to reinforce the importance of the programs as the basic

component of IICA, the G-6 considers it indispensable that the agenda of
the Excutive Committee meetings be structured in such a manner as to

encouraye delailed, separate discussions ofs
1. The technical aspects of the programs

2. The policies and administrative issues of the Institute
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To achieve this, the Executive Committee might organize itself into two
subcommittees, one for program and the other for policy, financial and
adminigstrative matters.

Criteria for Program Selection

IICA should concentrate its programs on certain working areas so as to
maintain or develop a high degree of technical competence and to address
the specific needs of countries and regions. It is important to desiqﬂ
programs that will facilitate accurate identification of objectives,
policies and strategies approved by the Inter-American Board of
Agriculture. This will provide a framework for concurrence and
concentration that will lead to projects and activities in the countries.

It would be best for programs to reflect needs shared by various couia-
tries, to support national institutions, and to make use of IICA's
hemisphere-wide infrastructure and the technical capabilities of its
staff.

In order to select areas for program céncentration, it is therefore
suggested that IICA consider the following criterias

= Programs should respond to high priority problems shared by all or
some of its member countries.

= Programs should strengthen the countries' institutional capabilities
for identifying, formulating and implementing policies, programs and
projects for the agricultural sector.

- Programs should cover areas in which IICA has or can develop technical
competence for project implementation.

- Programs should provide incentives for cooperation activities between
countries and technical assistance agencies .that will facilitate
development of national and/or multinational activities.

- Program selection should be based on prior assessment of the probable
and potential impact.

Number of Programs

All interviewees without exception agreed that IICA should reduce the
number of programs. It was clear that the Institute should not try to do
everything it is asked; rather, it should engage in a limited number of
programs and projects with a high potential impact. IICA should develop
sufficient analytical and operating capabilities to interpret and deal
with specific situations at the national, regional and hemispheric levels.
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5.4 Proposed Priority #rograms

Dialogue with different authorities in the countries visited, and subse-
quent application of the criteria for selcction listed above, suggest the
following high priority areass

= Agricultural Policy Analysis and Planning

= Technology Generation and Transfer

- Agricultural Marketing and Agroindustry

= Rural development .
- Animal Health and Plant Protection

The reduction in the number of programs can lead to greater concentration
if the subject area of each program is clearly defined. The intention is
to focus efforts on a few high priority activities (the objectives of
each program), simplifying the selection of national and multinational
projects, so that the Institute's impact will be visible. Finally,
actions can be further concentrated if activities in a country are
limited to high priority projects. For example, the next Medium-Term
Plan can introduce five Institute programs, but a single national office
may decide to focus its activities on a certain number of projects
representing only two or three of the programs. '

In effect, the new program structure is based on instituticral
concentration on high priority areas in which IICA can exercise
considerable initiative and expertise. By carefully defining program
areas and program activities, and by developing technical leardership .in
those areas, IICA should be better able to assist the member countries in
strengthening their own capabilities for problem analysis and
resolution. - In addition, the program structure strengthens IICA's
capacity for responding to unforeseen problems and needs of member
countries by providing a stronger technological backstopping resource.
Thus, as pointed out in Chapter 1I, projects might be classified as 1)
those that lie within program areas of concentration and 2) those that
fall outside of program areas of concentration. This should provide a
partial solution to the dilemma of concentration, while allowing for
flexibility. 1In addition, a recognition of IICA's the competence in
specific areas of concentration could lead to more requests for projects
in those areas.

In addition to these high priority areas, the countries expressed
interest in matters related to training at different levels and in other

areas identified previously. It was also suggested that special programs
be established in specific regions.
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5.5 Justification of Proposed Programs

5.5.1 Agricultural Policy Analysis and Planning

The economic and financial crisis affecting the countries has
special characteristics. As a result, the agricultural sector is
particularly important in the design of appropriate strategies and
policies for handling today's problems successfully.

The analysis, formulation and evaluation of appropriate agricul-
tural policies that will respond to either incidental or
structuvral problems is therefore an essential‘ tool in government
efforts for conducting agricultaral and rural development
processes more effectively.

However, the countries' <capabilities in this field have
deteriorated, sectoral planning offices have lost political sup~
port, and mistakes were made in applying traditional, inflexible
models incapable of providing an efficient, timely response to
complex problems.

The ministries of agriculture and sectorial agencies have 1lost
institutional leadership and presently are not well equipped to
confront those responsible for allocating resources among sectors
and for analyzing, formulating and evaluating fiscal and moneta-y
policies affecting the agricultural sector. Directors of publizc
institutions have. not made major changes in their worki.g
patterns. They are unable to mobilize resources and efforts
effectively at every level, as needed to cope with a crisis
requiring coordinated, negotiated action by public and private
units and by producers in the framework of consistent, viable and

effective policies.

It is therefore necessary to carry out a profound reorientation of
strategies for managing the agricultural sector. For this
purpose, the countries must have highly trained technical teams to
guide action in the sector, the institutions and the regions, and
as a part of high priority programs and projects. This would
facilitate the 1Institute's work and attune its programs and
projects to the requirements of today's and tomorrow's problems,
and improve its capacity to assist the countries. Accordingly the
Institute must be competent in collecting, systematizing and
analyzing information on the agricultural sector at the
hemispheric level and in every member country.

IICA has acquired experience in these areas through implementation
of activities ins a) projects of former Line of Action VII, b)
the project under present Program IX (Planning and Managment for
Agricultural Development and Rural Well-Being)y and c¢) the
numerical and statistical information project and activities
conducted by CIDIA.
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These experiences can be used to focus IICA's actions on helping
the countries to describe and interpret their problems, identify
and analyze the performance of national institutions in the
formulation, implementation and evaluation of policies) improve
the definition of short and medium term policies) prepare
development programs and pertinent operating plansy carry out
institutional design and implementation of coordination
mechanisms; establish follow-up and evaluation systems; and
finally, formulate and manage projects.

Technology generation and transfer

National research, technology generation and transfer systems have
had only 1limited impact in spite of substantial efforts and
investment. This is due in part to socioeconomic structural
isgsues and a lack of policies designed to favor the adoption of
new technologies. It can be attributed also to organizational and
management weaknesses of the institutions responsible for
agricultural research and extension:

As the demand for increased agricultaral productivity grows in the
coming years, so will the need to attract increased resources for
research and technology transfer activities, and to make more

effective use of those resources.

Scient ific progress has coincided with a the proliferation of
problems and growing needs for production of foodstuffs and
agricultural raw materials. As new experience has been acquired
in technology generation and transfer, it has become clear that
the complex problems of agricultural research and extension
urgently require effective policies and specific, well developed
managerial and administrative skills.

During the recent past, international cooperation in research
activities has expanded, and today it represents an important
resource in support of national efforts. There are important
gains to be made from an increased use of the technologies
developed by the international centers and from horizontal
exchange of research information among countries facing common
problems. For this purpose, it is essential to have more effi-
cient mechanisms and to intensify the exchange of experiences
acquired in the different countries.

IICA's long-standing tradition and working experience with
national technology generation and transfer institutions provide
it with a comparative advantage for helping countries improve
their policy-making, organizational and managerial capacities in
the agricultural research and extension field. IICA can also
channel financial resources available from international
organizations for the strengthening and consolidation of national
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technological generation and transfer systems. Because of its
institutional nature it also has a comparative advantage for
facilitating the dissemination of the findings made by the
interaational centers operating in the area and inter-country
cooperation and exchange of research information. Through these
activities IICA could contribute to increasing the flow of
resources to agricultural research at the national level and to
improving the way that each country fits into the technological
framework of the region and the world. The final purpose is to
improve both agricultural and forest production and productivity
and to optimize the use and conservation of renewable natural
resources.

Animal Health and Plant Protection

The economics of agricultural and livestock production in IICA's
member countries are influenced by a number of different factors.
These include different types of diseases that play a major role.:
The spread of these pathological organisms places the countries at
high risk. In addition, national institutions generally have
limited operating and financial capacity for handling them. This
is why it is necessary to unite efforts and create mechanisms for
coordination that will facilitate improved use of the physical,
technical and financial resources of different animal health and
plant protection institutions in the countries.

IICA, as an international organization, is called upon to promote
and support the efforts of the ccuntries in the identification,
analysis and evaluation of diseases, the formulation of animal
health and plant protection standards, and coordination with other
international and regional organizations. Thus IICA should be
involved in planning for the control and eradication of plant and
animal diseases.

Many member countries are presently - engaged in efforts to
diversify away from production of unprofitable export commodities,
such as sugar. This may introduce the need to import plant and
animal species, a trend which in combination with the present
rapid movement of goods and people, will require that serious
major attention be paid to plant and animal quarantine.

Rural Development

It is estimated that from 50 to 118 million people in Latin
America are 1living in poverty. Of these, from thirty to 68
million are in the rural areas. In percentage terms, poverty in
rural areas affects from twenty percent to sixty percent of the
population, varying from country to country.

At the same time, policies that favor the development of export
commodities have proven detrimental to food production for
domestic consumption. Unless this situation is corrected, the
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countries may find themselves in a situation in which export
income from agricultural products is inadequate to cover the cost
of importing food.

If this critical problem is to be addressed, specific projects
must be designed and carried out, using specially designed metho-
dologies and strategies focussed on resource-poor families. Of
special note among such projects are agrarian reform and land
settlement, farmer organization and training and application of
appropriate technology. Special importance has also been attached
to integrated rural development projects, which also include
components of marketing, agricultural credit, irrigation,
infrastructure, health and education. There is no doubt that one
of the major constraints on these projects, which has blocked the
goal of eradicating rural poverty, has been the limited
institutional capabilities for project management and
administration in most of the countries. One of the results has
been inefficient use of the mass of financial resources mace
available to the countries by international organizations such as
IBRD, IDB, AID, IFAD, CAF, CIDA, etc.

IICA has considerable experience and technical capability in this
subject: area, as a result of the work it has been doing since 1951
(Project 39 - OAS). During the 1960's, a rural development and
agrarian reform project was carried out, and beginning in 1974,

the Simon Bolivar Fund implemented high impact projects in the-
countries. At the same time, methods for improving the managerial

skills of project leaders were developed and disseminated.

Finally, in 1982 the Medium-Term Plan created the Integrated Rural
Development Program and the program on planning and management for
agricultural development and rural well-being. Through these
programs, IICA has improved and increased its institutional capa-
bilities for providing the countries with technical cooperation in
the subject areas essential for their development. The experience
it has amassed should be used by IICA to generate new alternative
models that will help countries achieve greater success in
tackling rural poverty as a high priority problem.

Marketing and Agroindustry

The economic crisis in the countries has special implications for
efforts to achieve an efficient, continuous food supply and
overcome the chronic imbalance between supply and demand. It is
also important to increase foreign exchange income through
expanded exports and to reduce expenditures on food imports.
Present, eftorts are generally limited to a few traditional crups
which experience periodic surplus and are often difficult to
market due partly to growing protectionism in international trade.

Farmer decisions are closely tied to the behavior of their product
markets, and their real income depends heavily on prices paid for
inputs and received for product sale. Governments, in turn, are
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concerned with the increasingly political implications of
supplying food to growing urban centers. At the same time, they
must safequard the income 1levels of farmers as a means of
protecting the source of future expansions of supply.

Similarly, governments are interested in organizing farmers for
marketing purposes. They would like to develop services for
providing technical assistance that will help reduce losses caused
by mishandling of products, and to organize and optimize the work
of intermediaries who perform an economic function. They are
interested in market research, the establishment and development
of price and market information systems, the development of
storage infrastructure, and the acquisition of facilities to
generate products with higher added value. Finally, they want to
increase farmer negotiating power.

Efforts are being made in all these fields, and the countries
already have specialized institutions. Existing private sector
organizations, particularly of small and medium scale producers,
also require 1IICA's cooperation. Some levels have special
training needs, and the Institute has acquired the experience and
the qualified staff to provide the countries with technical

cooperation.

Member countries are particularly anxious to improve their
marketing systems and institutions, and they consider this one of
the h.ghest priority areas needing attention.

A8 noted earlier, the countries of the region must expand their

~agricultural production to satisfy a growing domestic demand, and
to increase exports and reduce imports. Only in this way can they
improve their food security. If agricultural, forest and fishery
production is to be marketed more efficiently, it requires
improvements in post-~harvest handling, storage, transportation,
processing, use of by-products, and distribution and sale of
commodities domestically and abroad. These activities involve a
wide range of public and private agencies which can operate
effectively under a broad policy framework in the different
countries. The entry into international markets also requires
greater sophistication on the part of market managers and
technicians so that they can function better in this new market
environment. :

The countries have given high priority to the training of people
to develop public sector programs in the various marketing
processes and to carry out private sector functions in the
marketing chain. They also want to improve their understanding of
the international markets and their ability to operate in this
context.

Program Guidelines and Frame of Reference

Discussions with directors and staff membe.s in IICA's national offices
suggest that program directors should be located at headquarters in San
Jose and participate on the advisory group of the Director General. This
would allow them to revise, define and evaluate IICA's strategies.
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Program directors must have the support of specialists in the pertinent
subject areas to:

Prepare conceptual and methodological frameworks for activities.
Achieve and maintain technical leadership.

Carry out prompt follow-up, supervision and evaluation of projects at

" the field level.

Provide technical support for the projects.

Promote the exchange of experiences among projects and document those
which are pertinent as a source of information and training material.

Procure external resources.
Keep up to-date on the basic disciplines underlying the programs.

Establish and maintain networks for exchange and joint action with
related institutions.

Assume leadership in training, especially at the multinational level.

Develop standards, technical guidelines and tools based on the needs
of the couatries and on cooperation experiences.

5.6.1 Duties of the Program Director

The program director will be responsible for preparing the 1lines
of action and activities to be developed within the program, with
the assistance of the technical team assigned for this purpose.
The program directors and their advisors should have considerable
technical capacity and be internationally recognized in their
fields of specialization.

The duties of the program director will bes

To advise the Director General in the relevant area of
competence.

- To maintain institutional contact with organizations carrying
out activities in the program area.

- To cooperate with the national directors in the process of
concurrcnce and concentration of activities.

- To analyze and approve or reject technical cooperation project
proposals submitted by the program's technical specialists.

- To participate with area and office directors in the procéss of
supervision, follow-up and evaluation of program projects.
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- To take part in preparing and approving IICA's program budget
and project budgets (plans of operation).

= To support program specialists in the formulation of projects
and other technical cooperation instruments.

- To promote and establish mechanisms for the exchange of
experiences among program specialist.

- With the participation of prcgram specialists, to define
operating mechanisms for the program.

= To publicize the results obtained through project implementation
in the countries.

- To prepare pertinent reports in accordance with the system
established by the General Directcrate.

- To promote efforts by program specialists to keep up-to-date in
their fields of specialization.

= To represent the Institute in technical gatherings pertinent to
the program's subject area.

- To keep IICA offices and the governments of the countries
informed of program strategies and of IICA's expertise in the
subject area of the program.

- To assist with procuring and- channeling external financial and
technical resources to strengthen and expand program and project
action.

- To prepare the plan of operation of the program directorate for
consideration by the appropiate executives.

- To participate in the performance appraisal of specialists
assigned to the program.

Guidelines for Project Preparation

Projects are the basic technical and operational unit of the
programs in the countries. Therefore, they should be selected
with the use of strict criteria, including the followings:

- They should respond to clearly defined problems in one or more
countries.

- They should operate under a concrete instrument that formalizes
agreements reached between the government and IICA (agreement,
contract, letter of understanding) which specifically defines
objectives, goals and allocated resources (human and financial)
for the country and for IICA.
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= The topic'covered by the project should be consistent with one
or more of the IICA's programs.

= IICA should exercise leadership through a technically qualified
team and by applying one or more of its action instruments
(research and study, training, technical assistance, etc.).

= Operating resources should be sufficient to optimize the invest-
ment in fixed costs (salaries, administration, etc.).

= The definition of objectives and pioducts to be obtained and the
strategy for implementation should be clear enough to allow for
proper supervision, follow-up and evaluation of outcome by the

country and by IICA.

Relationship between Projects and Programs

= The project leader and other necessary technical and
administrative personnel should be selected properly.

- The position of project leader should receive due recognition so
that the duties defined by the office of operations can be
carried out efficiently; appropriate incentives should be
introduced for this purpose.

It should again be noted that IICA must put its actions into-

concrete form through projects that have potential impact,
eliminating the requirement of one project for each internatioral

specialist hired with regular resources.

Procuring and Allocating Resources

Programs and their projects must have enough resources to imple-
ment a technical strategy which will give impact to their work.

In response to the financial constraints imposed by the Board's
freezing of quota resources, certain changes must be introduced in
the policies for attracting and allocating resources. Quota
resources should be allocated preferentially as follows:

= To support IICA's participation in projects that also receive
national and/or external resources, so0 as to maximize the
efficient use of IICA's international professional personnel.

- To provide resources to national offices for preinvestment
studies, and to finance the evaluation of project outcome and

the dissemination of acquired experience.

= To allocate resources so that national offices can respond to
government requests by carrying out short-term actions that can
subsequently be used to generate projects with a potential

impact.
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= To reinforce CEPI's capacity for formulating investment projects.

5.7 Program Structure

IICA is facing many diverse problems in meeting the needs for technical
cooperation in the countries. It therefore requires an organizational
structure, and particularly a program structure, characterized by
operating flexibility.

In general, esach program should consist of a director and a technical
support team assigned to IICA headquarters, as well as specialists at the
regional level.

The G-6 recommends that an advisory committee be established for each
program, consisting of no more than six external specialists in the
particular field, to advise the program director. These consultants
should be seclected from the member countries in consultation with
directors of national agencies and institutions which collaborate with
IICA in the execution of the projects, and from other knowledgeable and
recognized specialists in the field.

The advisory committees should meet at least once per year with the pur-
pose of advising the program directors on the formulation of policies and
strategies, as well as on the follow-up and evaluation of programmed
activities and results and in the programming of future proposals.

In view of the costs involved, the objective might be achieved initially
by the establishment of a single multidisciplinary committee, consisting
of external specialists representing each of the program areas. This
would allow the group to perform a much more detailed assessment in the
field than would be possible if five committees were attempting to
operate under financial constraints. Moreover, a single
multidisciplinary committee reviewing project actions in the field would
be better able to assess project strategies developed by the diferent
programs and the impact they have had in the field. IICA should considexr
the benefits of such an approach before setting up the committee
structure. The mechanism is flexible and can be adapted in various ways
to accommodate the programs and present financial 1limitations. For
example, it may be preferable to establish one committee to cover two or
three programs; with one or two other programs requiring separate
committees. If the external specialists are selected from different
geographic areas, costs may be reduced it individual specialists visit
projects in their home areas before they all meet at a central location.

The technical meetings of the committee(s) might be attended by some or
all of the external specialists for a particular program. Additional
special meetings could also be held. The operating mechanisms for each
program can be worked out along these lines, costs estimated, and then
the committee(s) established.

Area directors will be responsible for duties connected with field
supervision of the program and for 1liasion with all regional
institutions, agencies and other regional bodies and will be more
accessible to countries in the area.
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Specialists responsible for projects in national offices will work under
the administrative supervision of the office director.

In the beginning, each program director will decide how many specialists
are needed for designing appropriate working gquidelines and methodolo-
gical standards, and will hire them in San Jose. Subsequently, part of
this group should be assigned to specific projects in the countries, and
only the program director and one or two assistant specialists will
remain at headquarters, one of whom will assume the duties of the program
director when he/she is absent from headquarters. At the regional level,
and whenever the magnitude of projects underway so warrants, the program
director will select a specialist to be located in one of the countries
as field coordinator for the region to perform the following duties:

- Cooperate with the program director in the identification, formu-
lation, follow-up, supervision and evaluation of the program's
projects in the countries of the pertinent region.

= Take part in designing methodologies for the program and in
disseminating the experiences obtained with project implementation.

Area Directors should receive copies of reports.
We are recommending that the area directors for the Caribbean and

Central America be located in their areas. In the Caribbean, the
location of the area director should be reviewed, and consideration
given to placing him/her closer to the headquarters of the majority of
the regional institutions and agencies (Guyana, Trinidad and Tobago
and Barbados).

We further suggest, as stated earlier, that the area director for the
Andean and southern areas be relocated at headquarters in San Jose.
However, this might be reviewed in the future.

The group is concerned that IICA gives little apparent recognition to the
important function of program directors. The description of IICA's
structure given in the Annual Reports designates the office of the
Assistant Deputy General for Program Development as a part of the Central
Office of the Director General, but there is no mention of the “offices
of the program directors."” We believe that the description of IICA's
structure should make specific reference to the offices of program
directors as being a component of the Central Office of the Directer
General. Consideration should be also be given to raising the level at
which program directors are appointed.

The group is proposing a new emphasis, with well developed programs for
clearly defined areas of concentration in which IICA will develop high
competence. The group would also propose that the line function of the
program directors be reviewed to determine the most effective
relationship to the Office of the Director General.

5.7.1 Relationship between Program Structure and Program Functions

The new program structure clearly defines the areas of concentra-
tion of IICA, in which most of the projects will fall. As was
pointed out in Chapter II, other projects, developed at the request
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of member countries and by the national directors, may fall
outside of the main program areas. IICA has a number of
instruments by which each of the programs will be executed, and
these include research, education, training, consultation, and
others. In addition to the programs, there is also a set of
functional activities related to each of the program areas. These
include:s

1. Analysis of agricultural problems and policies

2. Institutional development based oﬁ organization and management
3. Technology transfer

4. Project identification, preparation and execution

5. Service function to countries

6. Scientific brokerage

The relationship of these functional activities to programs is
depicted in Table 4.

Table 4. PROGRAM OPERATIONAL MATRIX'

Functional

Activities Prog. 1 Prog. 2 Prog. 3 Prog. 4 Prog. 5
1 + + + + +
2 + + + + +
3 +0 +0 +0 +0 +0
4 +0 +0 +0 +0 +0
5 - - - - -
6 - - - - -

+ signifies that the initiative, leadership and participation are taken
mainly by IICA program teams

+0 signifies participation mainly by program teams and national directors

- signifies that the initiative for the activity rests mainly with national
directors and other units

* The distribution of functional activities across programs does not
suggest exclusivity among these interactions, but rather is intended only
to suggest the most likely source of interaction.
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Relations with CATIE

The G-6 was not asked to evaluate CATIE or to assess the relationship
between IICA and CATIE. Nevertheless, the group felt that the status of
this relationship was important to the effectiveness of both
institutions. The group was gratified to note that both institutions,
working through their Directors, have been examining carefully the
critical elements of their relationship with a view to improving their
mutual support and effectiveness.

The G-5 made extensive recommendations regarding the operations of CATIE
and the way in which IICA and CATIE programs could interact. We feel
that now, with an improved relationship between the two institutions,

these recommendations should be implemented.

CEPI

One of the most frequently heard requests from the countries was for the
assistance of IICA in the preparation of fundable projects. IICA has
established an excellent reputation in wnrking with the most important
international funding agencies and the respective countries in developing
project proposals. The group feels that this service should continue and
that its response capacity be expanded so that CEPI can respond mcre
rapidly to country requests. We were told that some requests for CEPI's
assistance were delayed several months getting a response was received.
While we do ..ot encourage an expansion of permanent CEPI staff, we wculd
suggest that CEPI explore ways to increase its capacity to handle more
projects. We do not suggest that CEPI sacrifice quality control or the
right to reject a request when, in CEPI's judgement, the proposal lies
outside of its competence.

Furthermore, the group feels that CEPI activities should be more fully
integrated with the broad goals and the specific programs of IICA. To
accomplish this we suggest that management undertake a review of CEPI's
strategies and procedures. In this regard, it is our impression that
CEPI operates rather independently of IICA staff and programs. While the
nature of CEPI operations suggests the need for considerable flexi-
bility, it is felt that there should be a closer linkage with IICA pro-
gram goals. Also, it is felt that CEPI should give priority to project
proposals that fit IICA's specific program areas.

In addition, we feel that IICA's program staff should participate in
project preparation. Such participation is an effective way of linking
the intellectual program activities with action programs. Good project
design 1is crucial to successful execution. The process of proposal
preparation would internalize the experience of functional analysis,
policy and institutional factors involved in the preparation of
agricultural development programs. Too often those who prepare projects
do not have to execute them. Thus the experience of project preparation
provides the opportunity to gain a view of the design function, while
program operations focus on implementation.
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Finally, we feel that the CEPI's project preparation should not be viewed
by IICA as a source of income. While much of the cost of project
preparation should be covered by the agency requesting the project, some
contribution (in staff time) should be made by IICA and considered a
normal part of IICA's staff activity.

CIDIA

Information systems have experienced dramatic changes in the last two
decades. Their influence and pervasiveness in all areas of technical
activity have increased tremendously during this time. CIDIA, IICA's
specialized center dealing with information systems (focusing on
documentary and bhibliographic information), has not kept abreast of these
newer developments. The reasons for this are varied. ° One is decreased
funding, particularly the type external funding that was of paramount
importance when CIDIA was founded. Another problem is CIDIA's strong
concentration con AGRINTER (the regional system of documentary and
bibliographic information), with less attention to the area of numerical
and statistical information. Undoubtedly CIDIA has an important role to
play in the future. If this is to happen, IICA must undertake a careful
review of objectives, strategies and procedures as a preliminary step in
reorganizating the center.

Improving the Actions of CORECA*

6.4.1 The Coreca Image )

The operations of the Regional Council for Agricultural
.Cooperation (RCAC-CORECA) have been hindered by confusion
regarding the nature and objectives of CORECA. This has worked

against its making a better contribution.

The IICA/COUNTRIES Agreement signed in 1980 put emphasis on policy
formulation, studies and project preparatioa, and the IICA/ROCAP
Agreement signed in 1981 emphasized ©policy analysis and
formulation. This, together with various interpretations by
country offices caused CORECA to undertake a load of disperse

activities.

Due to the different expectations about what CORECA is and should
do, it is suggested that the first order of business must be to
clarify the purposes and objectives of CORECA.

*Although this section was not included in the original terms of
reference of the G-6, we are pleased to make some suggestions about the
"operational strateqgy" of CORECA as requested by the Council's Executive

Committee.
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6.4.2 The Main Role of CORECA

6.4.3

CORECA provides an excellent forum for offices with political and
technical responsibilities to meet. It presents a good
opportunity for policy analysis and formulation for attracting
high level support for necessary actions and measures common to
member countries where IICA and some other regional agencies are
at work.

It should be understood, in the first place, that ministers of
agriculture are normally more interested in solving their national
problems than in worrying about 1regiocnal ones. Only when
interaction and cooperation with other countries allow them to
solve those problems will CORECA be supported effectively.

Second, it should be recognized that most of the Latin American
countries have constraints and weakresses in policy analysis and
formulation processes. Consequently, CORECA should work in the
following priority areas:

6.4.2.1 Strengthening the countries' capacity for policy analysis
and formulation. This should be done with the support of
CORECA and agricultural sector technical bodies in the
countries, and taking advantage of the experiences of
other countries to promote regional cooperation in this -
field.

6.4.2.2 The continuous review of the¢ agricultural sector, in both
the national and regional contexts, to derive policies
common to two or more countries and later to identify
regional cooperative projects.

6.4.2.3 The use of CORECA as a forum to promote an understanding
of the requirements of rural and agricultural development,
and to present their common positions to third parties.

6.4.2.4 Using CORECA to improve the participation of member
countries in IABA meetings. IABA discussions could be
enriched by the preparation of background materials by the
Executive Secretary of OORECA with the assistance of
IICA. For review by CORECA.

The Role of CORECA in Project Preparation

The emphasis placed by IICA and the ministers in project prepara-
tion was apparently due to their interest in having concrete
results. The G-6 feels that the mandate of the CORECA Secretariat
should be to identify and develop, together with the countries, a
list and profiles of cooperation projects for the countries
related to policies agreed upon. Project preparation should then
be in the hands of planning units of the countries, which may be
assisted by whichever IICA program director will be responsible
for the project, and by CEPI (especially if external funding is
sought).
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Although the identification of possible areas of cooperative
projects is beyond the scope of this mission, we would like to
mention the potential of the followings planning, policy analysis
and formulation, research networks in production systems and with
specific crops, irrigationy training, -animal health and plant
protection. '

The CORECA Secretariat and its Relation to IICA's Structure

The team that evaluated the IICA/ROCAP Agreement recommended that
the CORECA Secretariat be affixed to the Office of the Deputy
Director General as a way to gquarantee IICA support. The G-6
discussed that recommendation with IICA personnel, who felt that
this may disrupt the line of authority of the area director.
Therefore if the area director is given greater jurisdiction and
more support, as has been proposed, the CORECA Secretariat could
be left under it. Both the Director General and the Deputy
Director General should monitor this arrangement closely to insure
that it functions well. .

The CORECA Secretariat should be composed of technicians able to
organize and support the work of the ministers in matters related
to IICA and other agencies, in policy analysis and formulation,
resolutions and identification and preparation of cooperative -
project profiles. The IICA area director should participate in
the organization of activities of the ministers. The current
technical functions of CORECA in project preparation, reciprocal
technical cooperation, data managemeat and information should be
performed by the normal structural units of IICA. The current
Regional Unit for Technical Cooperation (RUTA) should become a
unit within IICA under the Deputy Director General for Program
Development to serve the broader interests of IICA. Data
management and information would be in the hands of CIDIA. The
IICA area director should receive requests for these functions and
take responsibility to coordinate them. - He should have an -
assistant, to be designated as the CORECA project leader, if there
is a project funded to support CORECA. :

Conclusions and Recommendations

CORECA provides a useful forum for the Ministers of Agriculture to
discuss and support relevant actions of rural and agricultural
development of the region. CORECA has encountered start-up
problems common to new organizations. We suggest that the
functions of the CORECA Secretariat be separated from technical
functions that can be performed by the normal structural units.
Because of the new dimension and support that IICA will be giving
the area directors, CORECA could be left under the area office,
providing that both the Director General and the Deputy Director
General monitor this arrangement cleosely to insure that it
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